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Effective arseesment of potential leadership sbility is dependent 
on the validity of the measuring techniques emiloyed and the criterion 
to which the mesurements are releted. Factars of leadership heve vo 
fer appeared rather intangible in nature although research 1s contine 
ually attempting to isolate the prineipal activities involved, Mumer 
ous studies have been unde of leadership and in search of edequcte meas- 
wees for determining >otentisl lesdership ebility. Through such stuiles 
progress may eventually oceur. With this in mind, and a personel in 
terest in the walidity of leadership evaluation methods employed by the 
Wexine Corps during World Wer Ti, I heve prepared this follomup study 
besed upon leadership evaluation data recorded on students during offi- 
eer besic training ani leter fitness report ratings given those seme 
intividusls efter they wre commissioned. Certain weaknesses in the 
essesenent procedures employed ere quite apparent and the criterion 
limitations selmowiedged. ‘hen releted te other stwlies hovever, the 
findings contained herein may cortriintte in some mall way to the in 
provenent of sssesment methods in the serena considered, 

T world like to eeknowledge uy indebtedness to the Commanding of- 
ficer ond steff of The Basie School, Merine Corps Schools, Quantico, 
Virginia for the assistance furnished in locating ami recording student 
leaftership evalustion date; to the personne] in the Procedures Anelysis 
Office, Office of the Director of Personnel, ‘eeadquarters, U. S. Narine 
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CHAPTER I 


General,--4 "national emergency" poses abnormal problems of lead- 
ership in 211 phases ani functions of government. Rather pevere ai- 
justment in tep leadership often follows the transition from peace to 
war ag capable leaders are sought to met the new situations fecing 
the country. Civilian pursuits ere temporarily exhanged for service 
in goverment oni the military osteblistment. Joln Q. Citizen is 
called upon to mike radics] changes from his normal routine as he 
eseums his niche in the big sachin. When viewed in the light of the 
repid expansion required of the armed forees ani the environment dif- 
problem of developing military leadership beecmes rather miqu. 

Induction of officer personnel at the bottom of the commissioned 
indder is e major concern for the military establishment. During the 
early stages of a wr the surly of manpower generally exceeds the de- 
mani, oni selection of good material is relatively casy. As tine ani 
the wer effort progrees the bottom of the munpowr berrel is aprronch- 
ed end the situation becomes one in which the demand commenses to ox 
ceed the supply. 


Suecess in combat Gemamio thet the process for assessing ani 
training junter officers as troop leaiers be the best available. Oof- 
ficer treining is expensive in time, money, ani personmels economy dic- 
tates that it be made evailable only to candidates who possess poten- 
tink leadership ability. The limitations of any persomel selection 
procedure preclude 100% effectivensss ani for this reason it seems do- 
sizeable that tho actus] pericd of officer training should also provide 
gore mans of leadership evaluation to validly salvage borderline casse 
oni eliminate unsuccessful caniidetes. Three major elementec, therefore, 
appear pertinent to the process of procuring ond training officer per- 
gore] for military leadersiip in the lower echelons, First, reason- 
dates mst be provided in the initial selection procedure, Seconi, pro- 
vision should be male for sfequete leadership evaluation end training, 
concurrent with ecademie instruction so thet ench canlidate may be 
given aenietance in developing hie potential leadership ability, Third, 
elent validity to provide an economical predicter for selecting cut 
vasuecessful caniidates, Major emphesie in this stuiy will be rleced 
on the latter tw elerents with the presumption that the initial solec- 
tion procedures, which will be discussed briefly, do provide e selected 
group of candidates, 

Eurneseof the Staty,--The primary purpose of this study is to 
exmxine the procedure for training and assessing the potential leader- 
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ship ability of Marine Corps juzior officers who were undergoing basic 
inetauction at the Meine Corps Uchoole, Quantico, Virginia during 
Yerid ter TI. An effort will be mate to deternine whether any rela- 
tion existe hetween actual performence on the Job at e specified tine 
fetlowing greduation ani the relative leedership sbility yredicted by 
the evaluating procedure. In the event a relsiion of auffieient walla 
ity is Comxl te axict, crmmente end suggostions will be offered for 
further irprovement of the procetures. As a beekgrany! to the study, 
the ewthor proposes to review current thinking and certain personal 
opinions regerding the leadersidp problem ani mtheds ami linitetions 
of wapring lesiership. 

Content in Bxlef~--The following trief of what the reader nay 
expect to find in the aucceeding chapters is offered for reasons of 
elerity and econay cf time in the event quick reference to porting 
emt areas of the cbudy ie desired, the reminder of Chapter I dis- 
eusses the principel sources from which research data ts obtained, 
followd by a general coverage of the mission, orgenionticon, end 
training problems of the perticuler Marine Corps School offering ba- 
sie instruction for junior officers, The chapter conclules by ostab- 
lighting the status of the candidates accepted for basic training as 
that of e select group. 

Chapter Ii attempts to analyze some of the factors that soon to 
be associated with the leaderaiip problem in order to determine how 
they may affect a leadership assessment ani training program. Severe 
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al currently recognized methods of assessing leadership sbility as used 
in other personnel areas sre eseminod vith a view tows recognising 
the many varieties of techniques which can be applied to the manure 
of leadership potential, 

The leadership training axl evaluation proceedures omployed during 
World War IT at the Merine Corpse Schools are covered in Chapter ITI. 
Acimotledgenent is civen to certain linitations thet wore inherent in 
the oysten as established. 

Chapter iV ie the musleous of the entire thesis. Tt sots out the 
fectusl data statistically commuted anid charted for interpreting, in 
some degree, the validity of the jeadersidip training ent evaluation 
procedures subjected to exminsti, The criterion ormployed is dis- 
cussed from the standpoint of avellability, validity, and general ac- 
curacy. Mothods ani proceedures used in collecting, assembling, ani 
Computing the date ere described, 

Chapter VY concludes the study with discussion en! suggestions 
pertinent to possible improvement in the leadership training ax) eval- 
uation program, The sucgestions are based on the discussions of tids 
staty ext the reletionships determined by analycis of the rtatisttcal 
evidence. | 

Remeatch iresg.-<The author personally contacted the Marine Corps 
Schools oné Headquarters, United Stetes Marine Corpa, to cbtain rew 
Gata for the statigtien] annlypis computed for this stuly, tring a 
three day visit to the Basic Sehool, Educetional Center, Marine Corps 
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Schools, cuantico, Virginia, stuwient records for offleer training 
Glasses in residence during the rerio’ Aurust 1945 to February 19/7 
were exertined, This period mms pelected for two major rensons. First, 
the evalusting rrocedures in effect at that tine were designed to at- 
tempt a more cuentitative mesasre of potential leadership ability ani 
rermeserted 2 mfor odinstment fren the crevions ten’miques used tn 
evaluating recaried chearvations, Seoarl, durine the srocter part of 
wes in quertion by virtue of chuty eastgmont, 

The partieuler clase reconis emumined et The Baste School wre 
those of the 26th ani 17th Platoon Commniiers Classes and the ict, 
2mi, emi Sri Reate Classes, The mame difference, as noted, has no 
bearing on the reosereh date as the change me 4 rosult of renaming 
the officers basic treining echood. at the emi of Yorld Yer TI. The 
erra)iment in these classes inalwied cantidetes fron the enlisted 
rerke, gredusten of the U, 5, Naval Aeodempy, aml a representation 
fron civilian colleges resulting in a good cross section fro nost of 
the usunl procurement sources. Deta obtained from the stuient record 
ceria incluied the ecedemic average and the leadership eveluntion score 
for cach student. The possibility of certain scademic mbject crates 
being sensitive to end indfeative of factors essccieted with Leader 
ehip influenced the auther to reeard individual grades for the Troop 
Traiming Gourse and the Steff Functioning Course for correlation with 
the criterion, Grafes for the Troop Training Course were eavelleble 


(AMARA ree ic. abil celnhte, aaliainle: atid 


* 
> oe Pal 
o 


< BLpeeenen cf OM! Sugee betees a> dine Sega shy wt 
¢ hime carters run? WM deatadsl oy. amen Bgl alee - pe 
=. F Renita’ arpun ai inchs Se Pele ah sion teeny ‘listen 
ee 
ft vated MNP EVR! GS) vtyeh ror wanesihe “Bate rn 
oe ae A Ore .itath Ps ay ary: Pum a ae a 4 : 
* F Pal eainry op vy Sates Breet Leu capaiitonk awtie® . 
Pats a a Manzi. teh ity Nery, srerteyitee met are ye } 


Sa wil oe aba att dy toreruete . nen oe ne a ny oe nae 
fol OF be, songs ywtnel mies EM hoe Re 4 


re. 


ay 


anal we, Moree EP. aoe he. eee ehh ee 
a alert oom opel OS ae abel: Abies, am | 
Al aT Mas Go Mors att fs Mention gadabast nian Recnaeeat 
, Wt scale ws etal 0 Soneiiae®, genie: eG 
Pt aver wihabenen (oe vt 9) we to csaiiiean 7 
penn bogs. ei aaplartasn r: *s IIOS. eked 
2,08 ty pe Replica Pas SreaeHR RS ea 
wo oe ec wat Retain 
sei bec at pectin pin on 
— a my fitva ne ar . 


comencing with the let Pasie Class end those for Staff Prmotioning 
began wrth the Znf Bagic Class, “herever the Coneral Claseifeution 
Tost gcore wg fount, I too me recoiled, 

Senpling of eases yroceeiiel on the basis of recording the neces 
sery Cota on the upper, middle, ond Lower twenty-five eaves fran each 
lags, renied in uccordence with leaterdhip evaluation sores. In 
the event classes mmbersd less then sovarty-five stulents, inform 
‘tion ves vrecomled on the ontixe class, icadente ond leaderaifp data 
were recorded on XB cases, svailalie in the following mmbers fron 
eech class: 

16th Flstocn Commanders Class. . 
17th Plstoon Coumniers Class. . 
ist Basic Gloss we eee 
8 Dasic Class nw cee 
ed Bemis Class ww ewww 


Toteh 

Pitnene report records filed in Roadquarters, U. 6 Yarine Corps 
provided the source fron wrich date for computing criterion scores 
used in computing eriterion scores is reserved for Charter IV. A 
search of Mitness repart recente produced eriterton data on 19 of 

the 302 cages for witich oricinal sontemie recoris were ovetichble, In 

equal. mmbers of canes from ecch class 1% wen deemed logics] te salect 
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cases on a percentage besis when determining the final groupings for 
analysis purposes. Tho maximm percentage figure that could be employ 
ed wag dependent on the number of cases initially selected in cach of 
the upper, middle, ani lower groups of the largest class, In the fin- 
el anelyaie oll of the cases within the upper, middle, and lowr 15% 
of each class for which criterion dsta wore availoble wre selected to 
make up the three major groups involved in the stuly. The table below 
indieates the mmber of cases by class within each zom on whieh sta- 

femnate) Risin ahr Middle Lae Lomn Le 

16th FCC 9 

17th Poo 5 
ist Basic 6 
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Goneral.--The junior officer training program in the United States 
Marine Corps revolves sbout the fimetioning of The Besic School, due 
entional Center, Marine Corps Schools in beth peace ani wr. Tho Da 
sic School, or an especially esteblished phase thereof, provides the 
final course of basic training for each Merine Corps junior officer 
or officer candidate, During World Wer II the name of the basic train- 
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ing program varied from time to time in order to adjust to certain 
changing coniitions, This had very little affect on the actunl em 
riculum es 26 mea prineiprlly a odjusteont in the intern’ armani- 
sation ef the school to meet existing situctions of procurement oni 
policy. The program wis initially organised in two phaeess, an Ofti- 
cer Caniidates School, ond a Peserve Officers School. Uniex this are 
rangement students were not comissiomed witil they had scecoesfilly 
completed the Officer Candidates School, They attemied the Neserve 
Officers School as Second Lieutenants in the Marine Corps Reserve, At 
& leter date It became nocesamry to reduce tho period of training to 
sistecn weeks and the tuo phases were coriined umler the neme Flatoon 
Commenters School which provided for besic training of officers and 
officer camiidates on the same basis, At the end of World Wer IZ the 
officer training progran remmed normel peacetime activity. The school 
again becane The Basie School ond ever a period of severs) classes the 
course “es ones more extended to the normal length of nine months, 
Current planing in Merine Corps Headquarters to met the present 
expansion once egain calls for reducing the course of training and plas} 
ing 2% on a five month basis, The program will be referred to as the 
Special Basie Course. During the firct three nonthe the etuient will 
be fn the status of an officer caniidate. Succesnfil completion of 
that period will be followd by two months instruction as a comission- 
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od cfticer,? Experience in the besic training yrogran for fumfar of- 
fteere in the recent war seems to be dictating a similer pattern far 
the present emergency. 

The Reale Schooks-~! brief discussion of The Restle School meson 
end general organization for instruction, and the princtpel escurees 
fren virich caniidaten for training are procured should assist the 
ond training procedures to be discussed tn Charters TIT and IV of the 
theals, Tor purposes of thie stuty tt 46 espential thet such o dip- 
cGuasion of The Basic School be confined to the factors as thay oxiat- 
ed during the spocifie perted for which stotistical date mro collect 
ed, wamaly, August 1925 to Tebruary 1947, Procress has, of course, 
brought shout certain minor moti Mentions since the period indteated. 
%% @prears from on exmminestion of the present program, however, that 
within ronsonshle asmumptions, sinilar conditions and dbjectives cone 
time to exist, 

The Basic School is a pert of the Nerine Corps Schools organieae 
ton ct Cuantieo, Virginia under the comand of the Commandant, ‘erine 
Corps Schools, The acadenic direction of the Merine Corps Schools 1s 
tho Qirect responsibility of the Assistant Comendant, Yinrine Corps 
Schools, The Cammnxling Officer of The Basic School is charged with 


Zonta from the writer's personal interview wth officers of the Plans 
ani Policies Section, Headquarters, U, S. ilerine Corpas 
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the execution of the mission esaigned the school ani its preserized 
seatemte poliey. The mission of Tho Basie School hes been desipgactad 
in o letter fra: the Commandant of the larine Corps as fallow": 


The brosd content of the miszion has alwys been gonorally similar to 
thet quoted, Huengeney conditions resulting in a Limitation of the 
length of training ani the possible necessity of matelevieting other 
then commissioned students my to sone degree affect the performme 
of the mission as stated above for peacetime, Unter such circwsstances 
curves’ plans axticipate that a linitetion or elimination of « major 
portion of the afloat phage wold be necessary.” 

The Basle School course consists of two mein divisione: jegder 
Sie Dvelunticn end Develonmest, «nd Guten Dralaing. Colonel 
Edward W. Snedeker as commnding officer of The Basie School matle the 
following statement in regard to leadersiip evaluation and devolop- 
nents 
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Jrata fron the writer's porecnal interview with officers of the Plans 
end Policies Section, leadquarters, U. 5. Marine Corps. 
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The crganisntion fer treining et The Basle School ws designed 
to provide for coomtinated instruction in the two main “fyvistons of 
the course uaier the direct responsibility of 2 supervisor of incsizw- 
tiem, Professions] wilitery treining to incluie inicotrinetion in 
all infantry woapons, tectice) instruction through the bettalion level 
with emphasis on the rifle aqued, pleteon end comeny, end tredining 
in the emloyoent of supporting weapons in coordination with ini 
try was given by the three unjor groups of the eeademwe section. The 
leediersiip vection wy specifically charged wlth the carefl cbserve- 
tion und recording of the leadership charecteristics demonstrated by 
the individvel student during iis daily prectical perfarmence, The 
stakS of the leadership sertion employed these compiled ebservetions 
as 2 besis for clinical eveluation, coupeling, and guidance in on of 
fort te nesist each stuiert to develop his ability for leederstip to 
the oxtont of his enpacity, Dotetls of the leniership evelustion rro- 


4am We "Phe Baste School," ygrine Gore Hazabte, “OS, 
Qretttisds Vass Jats IUD, pe Ws 


a i i 4 .. - rary , -. A 
QirBiei ss; OM ah nushes One coe een pion a 


a. Tone OT te ee. wd pd, : ¥ t , cy eal wat ta ah iu: 4 ‘ ghey. 
ots» eng Ye bite Stay et een” ~ sala en alimee aah? ont 


ee. ro a é nm “es <a fy =) ~ f ae r - 
‘eae De rt a, AE iS Cott i) beg a pa el r 
@ 


wiht 4 aielt a pehiewcs want . as ee eo 
i BO, ae ii eh Oh Mae S13 ka ck ered Fat ¥ sri as 
ya , a 5 pee" o) bar y ot ae Q » 

4 henry i sede f eit. pleas 
er « roles Weis ony 


» iy j ms 2 OAE | a 
~ . » i 
fairswiant Lelio wees 


; ’ 
iw ae ~ fete i tied 2 4 fay \4 a. ‘ a | - 
eet ay ~ L28 Amy yy Yat se Val oe * : ss al . 


sattectinses nh. aanee acim tp mney 


Pde stet Te) wi © ae te 2 eee See m ities 
F ne wat ve Kot, Sane omens ote ys ae fe 
‘. © . ity 2 


Sea 


or Pa ee q se 
on F o7 eta t. Per, ee a i ie " é : sb 7 
4 wit Pee ’ io ; o7 
ie Witgu » Pay: » read . ae eva Ww t et r) a3 a gr ¥ 
ra i Pe aN ™ j pie tns he ag 


= ~ id. ) ba oP ae ' iy % * iMa) bates Z 

eR eay Land i ia co ¥ Pre , ;. ‘St} at en 
UR es: es - ee ae 
7 vrai Bane wh enbae «3 trite wat, tt » fy 


pea bgt ; Sn hana 
fo oie maiarg Laat ies rn 


oe i i’ ath ry 


= "'} ri ; é “% 
Sp. we ind 


cedure will be covered in Chapter ITI of the theste, 

The Baste School. dees not onticipate thet all of its sraduntos 
will perform their duties te perfection then thay go to their first 
secigunent, ‘ower, the baskcrowsl of training recetved at the sohodl 
wust be adequate to inueure that the young officers are provided with 
the cepeutial basic tocle which, in the final analysis, can be fully 
developed only when combined with cantinued study and norm) dally 
wiiitary eqperionce. The Basie School meets these practical consider. 
etions by designing its curriculua so thet it will previde the stu- 
éents with an adequate aml substantiel foundation of leadership and 
professional ability upon which thay may contimw to bulld their Ma- 
tine Corps careers. 

Under existing policy the perfarwence of each student officer 
while attexling The Basic School has uo bearing on his precedence in 
vemk, Precedence in renk 1s determined in each case by the Secretary 
of the Havy priar to comm saloning and is based on dewonstrated p10. 
ccoomicsioning performance, It is conceivable, howver, that during 
om onergency when candidates may metriculate in an onlistad status 
their leadersiip and ecadenie recarl might very will be a serious fne- 
ter in the Secretary of the Navy's deteruinstion of final procedenss. 
Bagic Schocl ;erforwance records on each studeut are definitely used 
age basis for marks and camants on the Sliness repeat oubsittod on 
eosh student at the conalusion of the sehcol your. 

Tn the evesrt ay studert fails to satisfectarily camplete The 
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Basic School course a recourenietion ts made to the Comumdant of the 
tentne thet the student's comission be revoked. It 4s essential, of 
course, thet velid ant complete leadership evaluation ond military 
tenising records be available to support such a recommendation, 


eweton of the mmercus procurement sources ami the procedures i:voly- 
@8 in sclocting officer coniidates for comission ally those qualifi- 
entions belfeved to have sone affoct on the leadership potential of 
the applicant will be considered. Basie qualifications sush as ege 
end citizensiip have little bearing, 1f any, on the subject mtter of 
wate sources from wich the Marine Carps selects its officer person 
uel, A baccalaurocte degree fran an seeredited college or university, 
ty in certain instances, a demonstration by test that the candidate 
hes attained on equivalent educational level is e requirement common 
to oll of these sources, Certain additional requiremmts peculiar to 
the initial sclection procedures for each of these procurenent areas 
ere discursed in the following paragraphs. 

Each year the Secretary of the Nevy allots te the Marine Corps 
e qwte wileh is filled from the ewrent gradunting clase of the Naval 
seedeny by appointment of morbers of the clase whose applications for 
comiesion in the Marine Corps are mibmitted to and approved by the 
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Superintendamt of the Neve. Acadeny.°  InitJal efimiesion to the sced- 
exy is by Presidential or Congressional, appolntaant or by eampetitive 
eumination anong enligbed persamel of the naval service, The curri- 
ovlum provides four yeers of college tretning rreparetory to comria 
sioning. During this four years of academic training conaidereble 
emphasis in else ylneced on leaderslip guidance end development. 

The Navel Reserve Officers Treining program eatebliahed in 52 sc- 
eredited educctionsl institytions throughortt the United Stetes allots 
26 2/2 percent of ite graduating classe for appointment each yoor in 
the Marine Corps or Herine Corpse Reserve. Stuients in this progeam 

pureus the nernal college curriculum of the institution in which they 
gre onrelled ani in addition ctuly specified teval Sofence mbjects 

and perticipate in Grills and mmwer training courses. Upon camilee 
tion of the sophomore your, stuionts who cesire te become Merino officers 
exe civen on opportimity to mike application, Those stulente selected 
for the Marine Corps phase covered during the junior and senior yoors 
ore required, upon completion of their jumior yess, to attend a sumer 
treining precren provided by tho Marine Corps Schoole at Quantico, Vire 
inte. This training period, in sddition to ite primey fumetion of 
providing the stutent basic instruction in woepons end troop lending, 
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offers the Herine Corps an eswellent opportunity te observe ani eval- 
uate the potential leadership qualities of the etuientsa, Initial so- 
lection proesedure for the MROTC program involves several lumiles design- 
e€@ to eliminate canlidates who do not mect established stanianis. The 
epplicent must first make a qualifying score on the Navy College Apti- 
tale Test, Success on the aptitule test ani a rigorous physical om 
exminetion makes him eligible to eprear before a state or territorial 
committee for interview. This committee composed of a prominent edu- 
eator, c prominent civilian, ani a senior Jeveal officer selects fron 
the application files farnished them, the candidates whom they consi+ 
der best qualified for the program, As a final requirement each can- 
didate mst be secepted by the university or college concerned.° 
The Pinteon Leaders Cless progren is evelleble to stulents at- 
teniing cortain accredited colleges or universities provided they can 
most the personel specifiestions established by the Marine Corps. 
When the application of a etulent for this progrem is secepted he is 
enlisted in the ierine Corps Foserve ani is required to attend tw 
separate periods of field training at the Nerine Corps Schools, Quan 
tieo, Virginia following his junior and sonior year of college. Dur 
ing these smmer training periods leadership evaluation ani develope 
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nent is a vitel factor in the program. Candidates becom cligihle 
for cormiiseion in the Merine Corps or Marine Corps Feserve upon com 
pletion of the senior course of susmr training ani receipt of a ban- 
calaureate degree fron an accredited mivereity or college, if recemmnd- 
ea by the Camaniant, Marine Corpe Schools,” 

fn existed mm of the regular Marine Corpse may be appoluted as 
@ socom! lieutenant in the reguler Marine Corps for umestricted duty 
provided ho neste certe!n requirements, te must be first recounted 
by his comanding cificer es meeting certain prescribed general re- 
quirements end ag having displayed the traits of leaderstip, initiative, 
loyalty, character, intelligence, eni physics] stamina required of « 
Mexine officer. le is further required te nest edwationd stendaris 
by having satisfactorily comileted a fom year course et an accredit- 
of college or wmiversity or to demonstrate by test that he bas ettain- 
@d om equivalent educational level. A prescribed minimm score on 
the linrine Corps General Clasaificetion Test is also necessary.” 

any male citisen of the United States may be considered for com 
nigeion as a cecend Lieutenant in the regular Marine Cerps provided he 
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has cetisfactorily completed a fer year course at on sceredited cal- 
legs or wriverelty, as evidenced by the rocaipt of a baccalaureate deo 
gree, Agide fron necting cortain prescribed gancre] an‘ physical ree 
quisenents cendidates in this category are usuelly also required to 
Genonstrate personal characteristics to a antisfectory degree before an 
tnterview beord carpessd of tine Merino Corps offleers.? 

Noncemmlssioned cfficers of the regulexr Marine Corps may be ap 
potted to coumissiemd renk in the “arine Corps provided they meet 
eertein preseribed reqtrements. & nonoomnissioned officer in this 
eategary mst be recamenied by a gencral officer, field officer, or 
hie comunding officer, He must esteblicsh his mente] Sitness far ca» 
mission by attainment of an educations] level. preserved by the Coman- 
@ont of the Merins Corps, He mist have displayed traits of lendership, 
ee cr na ae ES ae 
yoquined of a terine offtcer.”” Usually persone eslected fran this 
group heve already proven thenselves through actual performance, 

A eource which has only recently been recognised Js the large 
group of former ticvine Carpe noncommissioned offleers who, aince leave 
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ing the Corpey have obtained a beecelaureate decree. the screening 
process for this group will probably be similar to that for civilian 
college graduates with adequate recogaition being given to their past 
recoris, 

The requirements for inttiel selection ep extehlishyt in the 
foregoing peragrarhs seem to cive sufficient euppert t the assumption 
previously mde thet, in general, each class of etutents procured for 
officer training at The Basie School is composed of salecte’d mon. 
Educational requirements end proof of personal qulities through at 
tual. performance have been incorporated ag substantial fectors in the 
initial selection prosedures, It seems logical toe reason that gtu- 
Goris procured under these specifications should possess a reasonable 
degree of leadership potential. Experience at The Basic School gives 
Guppert to this line of reasoning, The fact must be recognised how 
ever, thet no persameal selection procedure is perfect ani errors 
will infiltrate the initial prosessing from tine to time, Colonel 
Bédard UW. Snedeker, while Commanding Officer of Tho Hasie School, 
made the follosing pertinent coment in hie article "The Basic School," 
printed in tho Jonumry, 1949 issue of the Marine Corps Gazctte. 
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THE IBAIERSHIP PROBLEM 


Chapter I generally ertebliched thet petenticl lewtershtp sbil- 
tty ie propant in The Beste School stwiert, Tho next problen is to 
geek tnfarmation in reger! to the baaie factors associated with the 
mbject matter and espential to effective leedership, Prelirinery 
to guoh on investigation perhaps the issue can be clarified by osm 
ining some of the agpecte of leadership es viewed by several stixxients 
of the subject, Over the past tktrty years mumerous writers heve st- 
tempted to pin dow the intengfbhie elements of lentersitp by defint- 
tdon. Each writer has had a @lightly different concert, However, 
there seons te be sane similarity and possible trent apparent wien 
comparison is mde, Until recetly no curious scientific approach 
hes coourred in the stuty of leadership, it the present tine the 
Pereomel lessarch Board af The Chie State University, user sponsor- 
ahip of the Gfiice of Nevel Research ani the ihmen Resources Nesoarch 
Laboratories of the Air Force, is engaging in leadership etulies for 
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tho nilitery esteblishnent.’ This bani has rejected, at least for 
the tine being, the trait approach to the study of leederahip, Tt te 
sttecking the problem prinsrtly fran the potat of view of the activ. 
ity wish takes place during the act of leadership,” Considersble 
progrene iin being mee in thts ressarch project, however fll trot 
ment of the mibject is based on a ten year program startad in 1946, 
Until the complete solentifie results fom the stuly of The Thto State 
University Board are aynflable yorhaps a review of the concerts of 
"leadership" aud the “leader” as chvorved during the past twenty years 
wil suggest a practical approach to asseas:art and development of 
leadership, The following extracts wore stulied with this in mint; 
they are Listed in chronclogieal. order for the period 1930 to 1949. 
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Uelocinel. Consideretions.--Tiree main ideas omerge from thope de~ 
finttdons of leadership, The first indicates thst the discharge of leal- 
ership responsibilities requires proper performance of fimetions asso- 
einted with pleming, orgenising ani controlling; thore related activi- 
ties normally associated with effective exmcutive action, The second 
refers to certein combinations of personal traits or habits which when 
employed dsiifully serve to reinfaree exmeutive action in cooperative 
tosis, The thin involves ofther intultion or sequired wierstanding 
of basie psychology and its epplicetion to the problem of motivating 
the indiviiuel. These three major ideas my provide at least a partial 
elew to the direction which should be teken in esmmining or designing 
training procedures for developing ani evaluating leaderaldp ebility. 
If, 08 indicated by Shartie,?° the stuty of leadership becomes a ctu- 
ay of lestersiip sete oni the variables which will be related to such 
aote, it seems equally reasonable that indoctrination in the actions 
required for cfficient emcutive functioning os a part of the leader 
ahip est 1 basic to practical leciershtp training. 


Scerrol L. Shertile, "Leadership end Executive Performance," Pergon- 
nel 15495 2h, pp 370 end 373. 
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The Lenfershin tobs--The predoninate factors which soem to be 
sesceinted with leadership wore determined from deseriptions based 
primarily on industrial and commereial situations, That good leader 
ship action in thees situations differs greatly frem good leadership 
eetion in the military situetion is not necosserily o truiem in tho 
mini of the author, The business objective for a eampany in en in- 
dustrial stiuetion is to preserve, acquire, create, or distribute 
values wiich will justify ite existence,” the ultinete objective 
of a tactics] mit in the uilitery situstion is euceess in conbat. 
In each case sound executive loadersiiip is required es "the force 
o « @ that stimiates, motivates, ani directs .. ."12 the orgent- 
sutton in achieving its objectives, Sstogitl) suggoste that leader 
shdp also depenis on the siturtion. 


of individual patterns of hunen be- 
hevier in the fase of constant situational change appears 
to be a not only in the 
of but an the selection end plecesaal of 
leaders. It is eapecially difficult to 
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The situational aspect of leadership does not remove the necep- 
sity for effective emeutive action iu every leadership act. It mro- 
ly indicates thet posathly same individual patterns of man behavior 
£3t certain leadership situations better than others. The leadership 
eitustion in military combet is no dobt somevimt different then the 
lesiership situsticon in on industrial organisation. The degree of 
Gifference prosumed by the renter will likely be related to how such 
he hes conditioned hie mind te think of nilitery leaderaldp amily in 
terns of persons) bravery axl sinilar fecters which in the conse wed 
exe peculiar primarily to the nilitary cituetion. If one can agree 
te think in terns of the three major ideas previously suggested as 
predominating in all good leadership the difference becomes quite 
emll, It should alao be romebered that conerally only a mall per- 
centage of tize spent by eny military wit is conbat time; the prin 
Gipal activity is training in preperation for combat. Meany military 
units sloo ere service in nature and do not involve combat leadership. 
With such e verioty of situstions existing in the military serviee, ani 
the current lack of any measuring instrument to predict characteris- 
tes specific to good combat lenderdhip, it seems ilogics] ani poor 
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econony to point leadership training tomml combat situations only. 
The author believes thet the leadersiip ect in the industrial situntion 
involves activities end behevior patterns wich differ little fron the 
general eetivities tnvolved in leadersivtp acts of the average ~ili- 
tery stitution end mrreste thet the desten for a leadership trein- 
ing end sovesament program to be used in tho beste training of offl- 
care be based on the following premise: 

The executive activities of plenmving, orgentsing, end eontrel- 
ling, spproprintely epplied, ami reinforced by en wilerstaniing of 
the principles of basic paychology and dcflfull samipulation of a 
personal behevier pattern equivalent to the situction are faviozontal 
to any oct of good leadership, 

the Leniere-Loremality Trathges previoully stated by Stog- 
4222, " « « « persons who ere leaders in one situation my not neces- 
sarily be leaders in other aituations.""4 Tide mageste that one be- 
havior pettern of « lender wili not work woll in ell lesfership situ. 
ations, Tt aleo suggests thet if 0 leader ic to met a renge of lend- 
erdhtp situations utthin a general eres such oe a military attuation, 
ho must be carable of eAjusting rersomality treite or behevier pate 
term within limits, Suh adjustment will require self enslysio or 
tretning so thet he is capsble of recogaising his strong points and 
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weelmiessos. Recognised personality traite are almost without end. 
There are however certein ones more clovely associated with leadership 
than others. Stopdill made a mrvey of those stuiies in which attemts 
hed been made to determine the traits and charactoristios of loaders. 
Only factors witch wore reported by three or nore investigatora are 
ineluded in his stuly. Insofar as is mow this is the most recent and 
therough study of personal traits asscelated with leatership that has 
been mde, Pertinat conclusions arrived at in th survey follow 
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Wany of those charecteristies or traits are intangible in nature. 
Seno are definitely reflected in the stimilating effect they have on 
the oetions engaged in by the leader, Those seeming of particular 
sonpequence to the leader in a nilitery situstion are listed uiler 
‘tho headings (1) Gangedty (2) Remonatbiity (5) Pertieiretion, Tho 
factor of stetus is rere or less automatic in the eflitary hierarchy; 
that of achievensnt, at least for junior officers, is umally deter- 
niued price to comtanioning, The theery of individual differences 
recognises thet «ll lesdere do not porsess 011 trnite in the somo de- 
ree. jlany leaders evi most people rive little thought to the cffect 
these traits have on their om lesdersidp ecta, A good leaderalip 
program must adopt come practice] means of evelucting the studearrt’s 
capesity for the essential traits ani direct hie attention tomnl th 
@vens fn witch he my be wosk or strome. A leoder who has learned to 
recognise the effect of the various eheracteristion om his om behav 
fer will be better equipped to recognize the degree to which similar 
qualities are expressed in the activities of others, Such en achieve- 
ment can be of great help when considering subordinates for ussigne 
nents or promotion, 

Eapewtive leadexshin,-~Possession of cortain perscnal treits 
generally aseceinted with leafership is, alone, of small valw to a 
leader wischooled in the fimvlamental factors of executive sctio, 


eve ¢ the moagure of the leaders success lies out- 
cide of ani beyoni himself, Tt lies in effective resilts 
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imum of confusion ani a mexizam of ecomomy in personmel and the phy- 
sionl factors with wich they operate, The employment of good manage- 
sent principles is one means by weich this purpose nay be enhanced, 


~ A. ieing pone he A 
3% includes planning, ond eee 
activities, For the part, good eal exmcu~ 
tive leadership are aynonymous terme « « e 


The mechanical eapects of oxgantastion axe clearly set dow for 
most oilitary waits, The ;rinedpal problem confronting the junior of- 
fear is the training and directing of the nen in its comeni, If 
this 2s to be done effectively the leader must be funtliar with and 
capable of applying the principles involved in the action of plaming, 
organizing, ond controlling, As m exuple, intelligent plaming met 
be cmmeined in prepering ani carrying out training schedules, ie chould 
have ae woricing Imorledge cf the theory of organization in ardor to in 
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part smooth operation to his mit, Such Imowledge will also be of 
aseistance in unterctanding the locus of his organization in the larg- 
er picture. 


then the leader refuses to organize his commend so that hio msub- 
ordinates are sble to carry out the duties fixed to their sphoro of 
responsibility he will. find little time for planning, In most casos 
etbordinetes timive on responsibility, Their effective growth ani 
advencement depends on it. The leader mst be cognizant of the prin- 
cizles involved in “span of control" and appropriate delegation of 
authority to promote harmony and tearmork in his wit. 

The fimetion of controlling involves the regulation of activities 
to insure performance as specified by the plans, Effective contral 
requires supervision ani coordination, It demandes the removal of ele- 
ments detrimental to proper performance, The leader must be familiar 
with the need for controls and the activities he mst engage in to di- 
rect his organization in accomplishing hie plen, 


18s. 1. A. Marshell, Non icaingt Fire, Now York: Wil24en Morrow and 
Co, 19475 pe 189. | 
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412 these things when understood and applied effectively by the 
leader can be basic tocls of sound leadership. They have a deciding 
influence on the morale and teamwork in a comand, Effective excutive 
ection is fumianental to leedershtp in all echelons. Academic inetrus- 
tion in tho principles of exooutive action ani a sericug stuly of the 
eelentifie wethod of approaching and solving problems appear pertin- 
ent to any program for leadership training. It can be nost useful when 
incorporated directly into the leadership progrem as a part of the re- 
lated whole. 

intellicence,.--Indications are thet the possession of a reason- 
able degree of intelligence is a requisite for positive leadership 
ability in most areas. In the stuly by Stogdill it ms determined 
that the average person who occupies a position of leadership emecds 
‘the other nonbers of the group in intelligenes.9 oniway Tead has 
this to say of intelligence as it pertains to leadership ability. 
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would couse anguish or distrust among hie followrs.” 


The dictionary describes intelligence as “cayecity for unierstand- 
ing « « « optitule in grasping truths, facts, and moaning . « + good 
nontal capacity." From the foregoing coments it seems arparert 
that the facter of intelligence, as asnceiated with leadership, is 
most correctly interpreted as general ability or capacity--the sbil- 
aty to adjust to different situations, to think, to work in the sabe 
stract, to reason logicelly, and sheild not be confused with ecquire 
e@ ebility which is effested primarily through experiences, Tho do- 
gree of coquired ability essential to proper perfornmence my vary with 
the echelon of lendership but the acquired ability of an individual 
to perform a perticular duty can never exseod his intellectual capacity. 
Obviously then, in the military aituation where leaders are normally 
expected to progress up through the loadership hierarchy, serious con 
eideration must be given to the factor of effective imtelligence as 
4% may oxict in progpective leaders, Academic achlovenont as a pre- 
requisite of initial selection, and the academic phage of basic train- 
ing ct least serves es ao partial measure of the individual's lower 
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limits of intellectual capacity. Genorel intelligence tests provide 
encthar neans of moesuring gonerel ability, In meny instances how 
ever, a low factor of effective intelligence for leadership may be 
nore readily recognised through cbecrvation of an individual's daily 
ectivitios. The application of comon sense and good judgement in 
@ person's scoolal interaction with his fellew men is usually a good 
indication of whether or not he possesses the effective intelligence 
fester essential to guod leadership, 

deeeiine Pecuirenoutse=<The leader continously finds hinself 
in the role of a teacher in directing om!’ influencing his subordinates 
in the performame of their fimetions. He is often ealied upon to 
help followrs through experiences which bring shout e chenged mind 
end motive, One of the principal probleme the leader faces in train- 
ing eituntions is to develop a sense in the learner that he te engage 
ing in on eetivity whieh is significent for him, 411 of these loader 
ship actions ere depenient upon the leader's ability es a teacher, 
Parn has the following te eay in recerd to the leader as a teacher: 


A eareble loader fe always a careble guide and ine 
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Many leaders tend to forget thet teaching techniques must also 
be applied whenever proposals concerning tho relations of monbers of 
en organization to the organization itself are being considered, It 
is importait thet a teaching sense be applied to these matters just 
a6 3% is to job instruction, Meny times it is even nore important 
because the right way to edueate people into a change of ettituie or 
eseeptance of a new procedure ts often less wall usterstool.~ The 
lseder vill fini it atvisable to heve a basic growling in good teach 
ing teclviqms, He must also recognise the effect his om behavior 
pettern will heve in reinforeing his upplicetion of good teeehing 
principles, ‘ith such a close assceiation existing betwen teaching 
oni the lewlership act it seems only reasonable that any leaderaitp 
training progrem siiuld inclule the tevehing preblam, 

Retorema lee ow every day relations with people tt is 
iielly thet we give greater thought to thedy similarities than to 
their differences, In a linkted wy people are slikee-that is they 
heave the some mrber of arms, legs, cars, anil noses, Their body sc- 
tivities are sintlar end within Limite of climite, country, wx! cocial 
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eepects they tend to have similar embitions., Yor the fow sinflari- 
Ses, howwor, there are a great neny difforenses, Some of the dif- 
ferorees involve perceptual sicills, learning ability, musevler coor~ 
dinxtio, crotional stability, span of attention end a mmber of 
others, If any group of people wre tested in a portioular icf) oF 
potomality trait the distribution of the resulta chen yletted with 
murber of persons on the omiinate egeinst thedr scores on the abeisaa 
would normally remit in a bell-shaped curve inom as the frequency 
ourve, Few people fal) in tho extremes; many fall in the middle range, 
Tnflividuel differonees of this nature mst be considered by the lender 
viben he is selecting suberiinetes, sesigning cuties, or handling dis- 
eipliney cases, thet might be offective in the cas of one pers 
may not be necessarily so for ancther, ‘Selecting the necessary setio 
for succesafi. lesierahip involves the ability to foresee the affect 
thet actdon will have on the poople being led. Such ability requires 
en intuitive or acquired understanding of people and their probable 
reastions, & special survey to clarify the problems of development 
in the Owons-Coruing Fiberglees Company brought cut the follouing com 
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a comon ulerstanting of whet makes people *tsek",~4 


Tt moane thet as long as lealership ic a leatership of poople 
one of tho mjor features for developing leadership sbility is an ue 
derstanding of people, 


To got the 
init Silky on eonechien mah bo dike tp ustiwoke soape> 
ly bis assceintes abantinatea, This to 
fone degree, a knowledge of prectienl + lm 


brief, an executive should heve on uxlerstending.of his 

fellow ren, end e feeling of sympathy for them, 

The experience of others thon, indicates thet for effectiw lead- 
erghfp ection the lenter must wrierstend the beste paychalogy of poo= 
ple. Sante instruction covering individual differences snd the face 
ters which influence humen situntions seems desireable and practical. 
for a leadership training program, sccornting to Tead seversl writers 
have prepared books using psychological material which they have re- 
lated to actual Inman situctions fn wich behavicr as a whole can be 
mulyned. He suggests this type of text as most satisfactory for a 
baste wxlerstanting of Inmen bohavicr.© 
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The Lewiorshin Situshions-eis stated by Davis, “every leadership 
problen has Hnee intersecting prirary fretcreathe lemler, the poor le 
led, oni the perttevlar ettuntion."@/ so far we have dLecusse! the 
“lender” end the "people led", Stogif21 also finds that a change in 
the ienderchtp situction hes an efket on the fectors involved in the 


&ition or Loss = changes in — 
fimenees, ard the lite, 


wake certain adjustments to chenging situations, 1t is prectice?ly 
inconceiveble that ey treining progrem enn provite a guide to solve 
ell of them, It vould seem thet a leaflersitip training prorcram cold 
be more profitably based on an everage eitucticn cherecteristic of a 
treed erec, For ommple, because the rilitery service consists of 
many varied but releted tess, 1+ fa believed aprroprinte to consi- 
Gee 3% cperetionliy ee a broad sftustion within which the ni litery 
leater rust be careble of scting, Determining behsvicr pstterms that 
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would be considered generally desirsble for influensing and reinfors- 
ing expcubive leaderdiip in the nilitery field should not be too dif- 
fimilt, With the pattern estshblished the next step is to inkcetrin- 
ake the student in mgart to the mamiyailation and development of those 
personel trufte thet wilt onshle him to met afequrtely most cltu- 
tdons in the military area. A voldd evelustion progrem will prove of 
considertiie vile in oliminsting those cantidstes found wnting of 
the minima requirements, 


Gomae-tInost everyone will rmeftly concede thet leadership, 
o the lock of it, exists avi thet ite remiita, whether positive ar 
megmitve, oMfect ou dnfly activities, Conversaly, if one to asind 
to desoribe or reasure lesdership, ite discernthle eapects seem to 
Qtemppesr ond ome ic Jeft holding a beg of hich samiling adjectives 
that, when committed to phrases, moan vory little, fn attempt ws 
maGie in tho previous section te trext come of the praeticel feeters 
thet apreer to be neecedated with leadership, If the reader will com 
ow fn remard to the majority of thove sracticn] feotc's ond vill eo 
gree to the existe of lendersivip then the writer mimits thet, 
"leotercip ability ean be determined by commining individual perforn- 
ence in the light of those criticnl feetors associated xith lesterskip, # 
Tt my be wal? to recognize xt this point however, thet to dete there 


w. 


al 3 


Seiler Di cote Sat: eo iabats ap oheeits Maco hmarsety. et hea 
AE et ae! ne sole hae yowtht ty awat ett eae! oe aetly ween 
“IPP Pet o? 2) yee See ST) Gla ios obtener HP ee 
Cee Do twnyepdrrod) fees mde Megbowes whe ae. hee ore ee eter act o% 4° 7 
ers baat yiniew pats: exe bed ae ab gi: Hie Sect tabs a a 
we Wer s; nites cere Sa tert ae ¥ Ay ote trusty os th ee: nell 
an schihaee aaegs' nab is ne: arty: isi ae 4 se atts 


See 8 


~e > - i +8 4 ad 
La '? 4 I ' 8 - d 5 " Po, 2 
= . ae 4 ¢ r ‘ | ' t. ey | 
7 ih: - \ : hie \ ae bay ’ nis 3 : e u of 
b f :, UT 4 — i b 
c 


iene Seth aivbooers ethers Sot coatdde aioe 
)=scwapiaag tbo: wi sth haa, eer hia 
y elke on Aidit -ak ia 
araunnluntapante Salat 


7 7 ee ie ' yal ravedonmeaastanien 
| ea xahreuce sind = ey ier 


A en aay 7 a 
NE MR saahieemuamnie 
aes wt ie ny " ee eg ‘ 


> 


2 ON 


i - 


ee e 
i 


40 


exo mmorous linitations to quantitative neasurement of leadership 
ome fine seele, Joseph Wi. Enton, in discussing tests for leadersiip, 
has thie to say in regard to masurenent.”? 


The mrthor agrees in geonernl with this view of Zaton's tt does 
not necessarily belfeve thet differentiation by mmerfcal prefing is 
entirely inarrroprinte., So much will depend on the design of the eval- 


oxy, time, end stace of selection ere fretors wich tend to determine 
the precethres sypropricte for slecting canlidates for lesderstip 
assignments, Methods viich teke tim, ore corersliy mere eeourate, 
emi can be best errleyed @uring 2 teafming proprem, The tino factor 


Mrosarh W, Raton, Tayerinente im Tevtine for teatershty,* The Ammon 
Jesn_ioammad, of Seosolory 1917, 525 pe Sie 
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however, will usually preclude thoir we for initial selection, Cor- 
tain procedures may employ the situational epproach ani be capeble 
of administration in the relatively short period of two or three days 
but nay bo extremely uneconomical of both aseessorea ani candidates. 
Situational approaches of this type administered in a hurry my elin- 
inate "slow starters" who would otherwise qualify, An assessment 
procedure thet measures qualities desireble for one area of leader- 
@iip may not validly measure qualities desirable for another area, 
Therefore, in view of the situational agpect of leadership, any 
assessment procedures mst be designed to measure the spocific fac- 
tars involved in the type of leadership eppropriate to the aren bo- 
ang investigated, Tests supposed to measure common factors of leader- 
ship such ag general intelligeme, aptitude, ete., are readily adnin- 
igtered by peper=penc4]. teclmiques during initial selection. Unfor 
tunately howwver, paychological tests of thie nature, although usoful 
in eliminating tecimically wqualified persomel frem further consi- 
Geration, have only limited validity even for thet purpose ani cannot 
neasure social behavier, Other moans mist be devised to moamme a 
eondtidate’s leadership capacity in eceial aitustions eimflar to those 
in witich he is expected to operate, ) 

Experience in assessing mon for qualities of leadership has op- 
tablished a few recognized principles applicable to the design of an 
aggossment progrem, There is considereble agreement betwen the prin- 
Giles atvecated by Eaton in the conclusions to his article "Ssperi- 
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ments in Testing for Leaderstip"2 and those established by the Office 
of Strategic Services Assesment Staff during World Yer 11.2! some af 
the basie principles extracted from both sources sre perephrnsed below: 


2, Cloarly establish the oriterion, or type of essignont the 
candidate will be expected to perform and for which he is being assess- 
od. 

2. On the basis of the criterion or preperctory analysis, List 
al2 the scflls ani personality determinants of success or failure in 
the type of essigment to be perfumed. Fron this list select tho 
vurisbles to bo measured and design the progrom eo that their noagure- 
ment takes place in a situation of similated reslity uith trained ob- 
servers ensessing the candidetes. 

3. Teste should be kept simple to facilitate miforn and eagy 
edzinistration, 

4e Define (in words thet are intelligable to the ansessars of 
the orgenizetion) a rating scale fer cash of the skills a personality 
veriables on the selected list. Each component in the test situntion 
choild be stulied to discover the different alternatives for response 
and each response evaluated as to significance. 


Bane 088 Aesocsment Yow York, Tinchart 
and Compeny, Inte 1948, pps 
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5. Wherever practicable measure each variable by nore than ane 
means. 

6, Provide for systematic recording of a1] opsential data for 
review by staff conference pricr to final decisions on ratings ani 
recommondations for each assessee, 

7e Provide for contimous evaluation of the assessment tech- 
niques being usede 


Sasnesnent Techni queseGoncrleesSome of the techniques virich 
herve been employed tn various aress to mengure leaderalép qualities 
will be Qiscussed triefly. The reader shoud keep in mind when consi- 
dering cech of these measurement techniques thet, first, no on neens 
om bo depended upon to give all the onewers nor to present a comilete 
paetises second, although the principles for the application of ench 
technique may be generally the same fran one situation to ancther the 
teohmiqg“us itself must be designed to measure the particular footer or 
factors epylicsbie te the sttuntional aspects of the area unier inves- 
tigation. 

Denton, Tegte.=Cereral intelligence, aptitiie, achievenont 
emi various other fectors, for which a minimm critical score is de~ 
sirable in the selection of persons for leadership assigwnnts, lend 
themselves to eaay testing by peper~pencil teclmiques, Tests of this 
nature are quite good for eliminating the obviously wfit, and the 
relative ense with which they can be aduinistered makes then particu» 
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larly edeptable to the initial salection phase, Obviously if o val- 
id paper-penefl test for meamxing leadership potential could be pre~ 
pered its use would seve vast ancunte of time, money, sxi manpomer 

in selecting ani treining militery leaders of 01] renks, ‘othing of 
significenes hes yet been seconplished fn tho preparstion of such a 
single meamrring instrment. The rejerity of paper-peneil tests witich 
attomrt to measure personal qualities tend to be se mibjective in na- 
ture that the peram being torted ean quite cbviously determine the 
anewers thet ere desired, There is, however, one method of propering 
objective pepempencil tests whieh exploys principles that night very 
wall. be effective if applied to the measurement of Leadership potential 
fn inditvidewwle, Arplicetion of the rrincirles of the foreed-cholee 
nothod of testing 1s suggested for investiontion, Considerable success, 
dommentel by wilidities an high as .62 ond .74, tee boon attained in 
eprlying the forced-choice principle to verit-rating, It seems logi« 
Gal. thet perer~pencil tests for londarship potential using these same 
principles ani based on the factors pertinent to leadership in the sie 
tumtiion being considered should, when properly validated against leaders 
of knom caliber, prodvee some velunble information, 4 complete dis» 
cusaion of the forced-choice principles 1s beyond the scope of this 
thesis emi the reader is referred to a discussion in regerd to its 
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application to nerit-reting by Harion WV. Pichardeon.?* 

Bitervigg,--The interview as « predictive weans has had exxten- 
sive uso in practically all fields of enfeavor, Perhaps ite pinery 
feature ie the opportunity ft affords the interviewr to obtain o 
iret hand cbservetion of certain infividml chesecterteties thet 
wuld net normmelly show up in the results of other tests, This seen- 
ing advantage, however, tenis to create other varisbles which in the 
Shea enityaie prov to te envious shetocnings to sultahiisty. 
In the first plece the Interview tends to he mbfective in ature 
varying with each interviewar, and in sono ingtanses even Srvdbving 
persone? generaliantions cbout such meefentific itens as piyelomony. 
There is alec the posatbility that the interviewer my becone eo 
wapped up in cvestioning hie subject thet he will 41 to scemetely 
dbearve the subject's reactions; he mey even be influcncel by tho ean- 
Affete’s reaction to hin, Tixthernere the interview 1s not generally 
considered a goed measure of normal social behevtor. 

the most usunl type har been the personel interview for the mm 
pose of developing informtion regenting the subject's persone) his» 
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tery ani cenaral qualifications. Another typo, the "stress interview," 
hes found ite wy into areas where information regarding such specific 
feotora ap encticon uviler stress 1s essential to selection for a porti- 
cular aesignment, 

Applicetion of the interview, as for any ether predictive tech- 
nique, calls for ean understanding of the aren for which the prodice 
tions are being sought. The particular fectors to be moammed mst 
be clearly segregated and an interview situation established that is 
specifically designed to point them out. 

There seems little reason to doubt that many of the serious short-~ 
comings in the interview situation can be circumvented through the use 
of initiative end imagination when setting up specific interview citu- 
ations for the purpose of checking a or measuring certain factors net 
readily noagured by other teclmiques. 

Socio Drome=The socio dramatic technique invelves situntionel 
performance by an individual or group in ea social or operating situa- 
tion of aivnilated reality. It gives the assessor an opportunity to 
ebserve the reactions of the mibject when confronted with all of the 
verishles that may be produced through the interactions of other mn 
beings that are o part of the situatio. This tecniqw of monsurenant 
ie commonly inowm as situational testing. Such testing my be strus- 
ted or unstructured. In the structured test e particular type of 
situation is staged eo thet certain variables are constant avi the 
subject is observed for particuler feetors he my demonstrate in re- 
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acting to the specifie situation. The unstructured test may be on 
ployed when the assessor desires to chserve a mibject's reactims 
within normal day to dey ccourrences that are not forced in any wy 
by the assessing staff, Employment of this latter type of situeticnal 
test proctieslly requires that the assessar group be closely angociat- 
ed with the candidates @m a twenty-four hour per day basis for a suf} 
Metent period of time that will promote close scquaintance, 

Testing situations can also be created on either a leaderless 
or an assigned leadersiip basis, Bach method will allow for the de- 
nonstration of different leadersidp qualities. Assertiveness ond in- 
itiative are emmpilles of qualities that may be demonstrated when a 
leaderless group ies assigned a perticular task to esccamlish, In this 
cage eech individual will generally compete for leedership to wut 
ever degree my bo characteristic of his netwe. Leadership in such 
& situation my chenge hands several tines util the group finally 
ecoopts the leadership of the aw Inmlividual woo has been most auc- 
cossitil ot denmstruting hig capacity and guining group eocoj tance. 
& tect of this type will generally also provide a very good indicatio 
of the willingness for cooperation end teamwork on the part of all 
caniidates. ‘The leaderless group siturtion gives very little opportm- 
ity however, for any individual to demonstrate a capacity for plan 
wing, orgmmising, ami other emoutive abilities. Observation of such 
abilities requires the creation of situations involving problens where- 
in Individuels may be assigned positions of leadership alang with ca» 
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mensurnte authority. Under cireunstances of this nature such adidi- 
tionel fectors as capecity for asmuring responsibility and the abil- 
ity to delegate authority ani te control the conduct of aetion in 

ecccemlishing an assigned mission are more readily cbesrved, 

The socio dranctic technique, as wll as exy cther means of test- 
ings; must be degigned to fit the altuations which the candidates my 
nest in their future assignnents, Before an adequate situations] test 
ean be provided, analysis met first prove the qualifications to be 
predicted. 

Sechouetric cuestionsizer.-~The sccicmetric test is basically a 
teciexique for measuring ettrectios and repulsions betwen verious 
individuals constituting a speeiMie grou. It is perhaps mare com 
monly mom es “group opinion” or “buidy nominetion" and invelves tho 
uss of & parer~pencdl questionsire form designed te permit inidividmils, 
tho have participated in the activities of a group for a mfficient 
porio’ of time, to iniiexte their reaction to other members of the 
group by renicing each member with respect to all of the other monhers, 
usually on a scale ogteblished for that purpose. By virtue of ite 
explaying o miltiplicity of raters this tectnique mininizes the usuel 
wireliability of single ratings by superiors in the conventional rate 
ing methods, Even though a single rating by one monber of the croup 
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may bo unreliable, the average of a mmber of such retings will 
usually provide e stable nezesure relatively free from bias ani the 
sbnormalities which my erige in a single rater, Tho use of a size- 
chile mmber of raters aleo taxis to tntroduse a greater un] nore a= 
erate distriintion over the contimam, Uherry oni Sryer in a otuly 
conducted on tw Aray Officer Candidate Classes at the Signal Corps 
officer Candidetes School, Fort Mornouth, Yow Jersey in the armer 
ef 10,5 Sound that "buddy nominations" by follow stutets nongmed 
et tho end of the Sirst month the ram factors thet retings by sapere 
fors eventually cheorved at the end of fur months.” This somo chaly 
also determined thet "buddy neninstions" wore mufMetontly relinhle 
(ccrrelation ecefMetent .56) after four months to be considered use. 
fi. and thet they possessed comparshle validity with academic erodes 
(coutfictent of .50) in predicting succossfil gredustion.” ‘The avie 
donee in the hurry end Tryer stuly does not esteblish whether buldy 
nominetions are coot predictors of leadersitp potential es no edequste 
eriterion ms cveilable ageinet videh they could be velideted, 
Another study contucted by Willtans and Leavitt in 19d/, et the 
erine Corps Offleers Cendidete School does tnMeste 2 superiority 
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for group opinion over staff leader retings and certain objective 
teste in predieting success for both graduation from 00S and future 
success in conbet.>’ Group opinion at the ond of two weks correlst- 
ed 47 with leter combat performance while the correletion betwen 
steff leader rutings at the end of fifteen weeks ani later cacbat 
performance vas only 236. 

There eppears to be sufficient evidence that the socionetric tech- 
nique hep much to offer as one moons of prediction ond that it deserves 
aces considerntion in eny persomel progran wiich involves acceptance 
or rejection of potential loaders. 


duubicebion of dseesement | aclaicues 


Cenemale-“he principles involved in the ‘oregoing techniques 
ame gonernlly epplicable for most personnel. areas, Perhaps the nost 
profitshle use of say of tue techniques for investigating leadership 
potentinl wlll be atteined wien they exe used in combinations thet will 
dinewre a miktiple approach to ali of the factors through which en in- 
Gividwel way eect to express leaiersiiip ability in his future assign 
meartce 

Criginal credit must go to the Germans for intratucing e type 
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sy Staniey Be Williane ant Harold J» Lewitt, "Group Opinion os @ 
Military Leadership," Jowpe) of Conmu.ting Perchology, 
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progrem which ms later to be copied ani improved upon by the British 
arny and the U. S. Office of Strategic Services, The German nothod 
49 briefly sumed up in a report by Ansbecher as follows: 
The method is always the attempt to place the testes 
situations behevior is rat~ 


in realistic vhere his entire 

ed with rules out exmect 
nenmrenents, Objectivity is attested instead by requir- 
ing the of several examiners in the 

tion of the behavior before it is indiea- 
tive of a trait. the delimitation of the qcualita- 
tive method, the procediawe is sound 

is likely to be an effoctive selection device . . « « 


The remainder of this charter will briefly discuss the practical 
nothods umed for erplying assessment techniques in various military 
orgentoations, Enrhasis will be given to the siturtional approach. 
The prinery purpose of assessment in eech of the organizations fron 
which examples ere taken we initiel selection. There should be no 
reason, however, thet epplicetion of the general rrinciples involved 
newds to be so Limited, 

The Britigh Ary 1042-45," selection of officers for the Drit- 


3y, L, ansbecher, "Gernan Wilitery Paychology," Peycholecical Bul- 
Aetin, 1901, By poe 370-385. . 
Pron S, Morris, "Officer Selection in the Dritiah Army, 1942-1945," 
1949, 235 pre 292%. 


igh army prior to 1941 was from among those men who had received a 
School Certifieate or had presed om equivalent exmmination, wile at- 
tending one of the schools wrich provided an Officers Training Corps. 
By the end of 1941, selection ws sccomplished by Interview Soaris 
attached to Army Commands, each board heving thres monbers, Doole 
sions of the bearis wre based on the caniidetés answers te questions, 
end such traits of character or deportment he night betray during the 
twenty mimte interview, Derreciation in quality of mmpower rith the 
progress of Vorld Wer II quickly proved the limitations involved in 
the simple interview method, Three mijer fectors, failure rate ot 
Officer Cadet Treining Unite, morale in the renke effecting apriications 
for commission, oni poor performance in the field, soon celle! for 
more efficient esvengment of a populace which wes reaching the linite- 
t4ens of its manpower pool. 

fer Office Selection Boers vere established as a sclution to the 
prdblen, A typfeal board consisted of « Promident (2 Pegimentel Of- 
fteer with ths renk of Celene), Advisers (officers with regimental 
experience), ani ae Peychologicel Steff, Each board me established 
with the following purposes es a besis upon which they would operate:”° 
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Wile the candidate mes in residence at tho Reerd a mmber of db- 
servers cathered informetion end based their fwicenante of hte per 
formance on a verity of stenterdtoed quest renl-Life eftuetions, on 
interviews, ani on standardised peper-penctl tests. The performance 
teste Included, besides euch items an personel courage, speech, etesys 
group leadership tests in which an indifvidusl ms eppotisted as leader 
end given ea similsted combat mission to perform which incluied prepa 
fyy the plen of atteck, delogntion of duties to croup norbers, ami a 
defense of the plen es prepered. Leaderless croup situations wre 
algo used in ritich e similated corbet task ms nssigned to a croup 
for which e leader head not been crpointed, Fhe total personality 
score assigned eech Cadet et the ond of the asnesmment perial ms de- 
termined by pecling 011 juigewnts et 2 conference of the boawl, Pile 
nal. decision rested slweys with the President of the board ae offi- 
ein) rerresentstive of the militery services which would eventiwlly 
be the user of the successful candidatds abilities. 

Three mejor follow-up stulies were etterrted in order to compere 
the performance of officers selected by WOSDs and those selected under 
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the old procedures.41 rxtremo aiffiewlty wes encowttered in cbtein- 
ing really sutisfeetory sanyles, ani fron tho data evaileble tho evi- 
Gence of any cleer difference betwen officers selected wiler tho tw 
aystens wes not conclusive, 

Sene superiority for the SOS aysten een perhaps be inferred from 
& fow general facta. Cadets selected wxter both systems, ani tho 
later attended various CCTUs aimitancously (721 selected by WOM, end 
492. selected by the old precedure) wero given OCTU retings as follows’ 
35h WEB solectess end 22% old procedure selectees above average; OF 
WEB oalectees anid 37° old procedure selectess below average. WSD 
methods did achieve e high degrees of ecceptability with all renks end 
the remilts of en encnymcus qestioaire completed by beth successful 
and rejected candidates were overwhelmingly in favor of the aysten. 

The Ofte of Stratecia cervices,” -.gnersle-~lno of the nost 
extensive end ambitious progrens developed by Americans for ascessment 
of an individual's qelities we inmgurated by the Office of Stratege 
ie Services during World Wer II, Tt followed, in goneral, the patterns 
oviginally osteblished by the Germans eni the British, however, in 
contrast, the assessment stations in the United States wre expected 
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to estinate oitabtlity for a crest variety of jobs as compared to 
the gincle military features of the previous experiments, Extensive 
coverage of the OSS methods is not possible within the limitations of 
this papers only thone procedures directly concerned with the assess- 
nent of leadership potential will be discussed. 

Tio Office of Strategic Services conlucted its program through 
@ series of apresanent stations in the United States anit sbrond, 
requireé to aseess a group of approximately cighteon candidates ms 
three days. Tho reeruttment program obtained candidates from the vere 
fous branches of the armed forces ani directly from civilian life, 
Candidates were not assembled as a croup for transfer to the assone- 
ing station witil they were first issued Army fatigue clothing which 
they wore to war from thet moment until the completion of assessnont 
proecdings, This policy ssrved to conceal tho often poverfil offect 
of rerk differences which might otherwise color the assesoment findings 
in view of th: veriety of candidates which incluied officers, onlisted 
nen ani civiliens from al] positions in life. Ih furtherance of this 
poidey coach canlidate ms instructed to provide himself with a cover 
etory thet he wuld operete unier during his entire stay et the assess- 
ment station, fo ono ws to reveal his true identity; no one me to 
break cover with the assesacrs emeyt unier specific circumstances 
agreed to by the assessor; meinteining cover we a pert of the test 
PTOprulte 
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The major purpose of the OSS sssesqucnt ctaif ms to olininate 
the unfit. In order to escamlish this it we necessary to develop 
@ eystem of procedures which wuld sufficiently reveal the personal- 
itdes of recruits to the extent of providing adequate grounis for 
predicting their usofulness to the orranization in secomplishine tts 
wertine mission, The problem of devising adequate tests ms not easy 
bemause of the groct diversity of special skills called for by tho 
OSS Meld projects, The OSS psychologists and paychiatrists wre om 
pected to ostimate a candidate's capacity to evoke respect and work with 
others, op well as his ability to plen and organize tho activities of 
others, lack of stanlerdised procedures for making such measurenents 
dictated the need for improvisation, Although many stenierd paper- 
peneil tests wre used, situctionnl testing required imagination end 
initiative in designing problems thet wuld establish, through the 
candfidcte's performance, tho evidence necessary to succesnfully cval~ 
uate hin for future field asaignaonts, 

The surromlings in which the assosauent tock place were really 
besie to the entire procedure, Conditions were so controlled tlat a 
confortable and informl atmosphere prevailed throughout the testing 
program. Under those circumstances nay spleniid q-portmmities wre 
erented for cbeerving the cantidetes under all typos of accial inter 


‘ ; i an d glee 48 
ete. ox? com Viodke Qumaiaieas GRP al’ to sseyee whet at 


ARR ot reeynenay aa AE DBA Wairoa iF epee’ oT bites 
emt wit digesent Gite Oh in Way doth cnn denny hs oa 7 
fiat ‘oda ules eR Ritiac: tha Pose ee ae 
ti rt if gettin tgs ie Ja) atiegefatorer etal sath 
wo tee ia ‘wheat adaknedie itr ived % obi ot! whee eee 
‘aul rw so ate > Af" Sabor wy VEran® Po tt es 


wie } 


a Pi 2iaer ae Se 4 wae eg? igs Fel eames Bet a! ahor Bes 
shatter Brie of “eng & Vea 2 Amu he ot ia “$ 
wn el Baten eess faa copie oe Ero ott no Bone 
db cheogpes ‘qelive he tapbepires dee Meetiie So Sout 
Ra wa Byetets hea dnwngeh ei? Seu eit Rach 
ah ‘ "Smita pittent gues nik amas area aeaiet Sh * 


_ 
anes Au 2 remdtieny yxic jh at oe 


‘Congrats, melee Get gscotrcd tary yh Mae 
ic PPG Re ager, 1s eitetaos bes brcnic? aoe sold | 
i tte od? diet 2) wore nen oo 
i on Cmte) odor; othhes nt ot 
ir bat esane weet permite Crug acs ies efia3 
tesa war coenciomtes?s spat? eaie: 

sisi hain ov emer ke ‘i 


oahe os { - ii 
re Bay j t tier e 


or 


action,4 

Seven procedures were used during the last two assessment por 
feds at Station 8, « lerge form meer Arlington, Virginge. Five of 
these wore situational tests of which three field problems (Brook, 
Censtrvotion, and Assigned Lesdership) provided an opportunity to 
Observe the cenitidate’s reaction when confronted with a practical 
field problem, while two (Diseusaion om Debate) revonled londership 
quilities in en inloor situstion of cive ani take arguenent. The 
sixth procedwe (reting by asnocizntes) furnished the sesessors with 
data ~@ cach candidate as expressed through his standing in the eyes 
of all the othera, The last procedure (rating by interview) yielded 
inforuntion determined by « qualified clinieian who preswmbiy through 
‘eeeignnent and consentation on the partiquler eaniidate had roosen 
to know ixin beste!” 

4s for most other projects of this nature very Little success has 
boon obtained in validuting the nasesment resuits.“° iio appreciable 
relationaitip ws fouxi with any of the criteria used, namely, appraise 
al by steff members sent to individual duiy stations to evaluate in 
dividual success, appraisal by theater commanders, appreisal by inter- 
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viowing iniividuele in the reassignment eren, oni by associntes’ ap~ 
praisal. There is no real wy of knowing now whether the fault lice 
in the assesament techniques or in the criteria against wich they wore 
validated, Perheps if a fow of the men who failed the course of aspens- 
ment could heave been sent to duty in the field ar 2 contre. grou a 
better measure micht heve been cvnilshle, : 

The Lieck Toston! Lepierlece Grow Situation,” "the natural sete 
tang for the Brock test consisted of a designated point on a aml 
atrom: that ren through the testing ares, The stream ws qrict and 
shallow with banks approximately eight feet apart ani Lined with trees. 
4 heavy rock we visible on the far bark; the near bank: comteined a logy 
wixich me to represent 2 delicate instrument in the problem, and sont~ 
tered shout the erea were such odf bits of materfal as boards (none long 
enough to reach across the stroam), three lengths of rope, a pulley anf 
@ berrel with both eniis Imocked cut. 

For ratrposes of the problem tho stream represented a reging torrent 
80 fast ond deep that it we impossible to rest aaything on its bettem. 
Doth benke ware shear amd all work hed to bo accomplished fron theds top. 

The mission of the group ws to trungport the delicate rungo Pinte 
er, sci filly camouflaged as @ log, to the far benk end to bring beak 
the box of percussion caps, cancuflaged as a rock, to the nor side, 
The Linits of the problem eres were stalked off ani all local mtoriel 
fouxd within thet sree could be used, "%o one we pormitted to jump 
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acress the stream and the problem mes not considered over until all 
men of the croup had reassembled on the noar bank after the mission 
was soconplisimd, 

The test we designed to secemmedate from four to seven candle 
dates, The problem selutio reqztred the cooperative effort of the 
group, however, no leader ms assiguod by the steffi, Under these ofse 
cunstonces it ms possible for the staff to observe the reactions of 
individuals striving for leadersiip, sbility to retain leadersixip hen 
ome eatcblished, and the willingness of individuals to cooperate in 
@ group effort. Two types of leadership were generally observed; 
leadership by assertion ani leadership by efficiency, Leadersidlp by 
ageartion we not always minteined ani soutines another individual, 
although quieter, often tock over leadersidp after suggesting ideas 
that wuld work. tho quality of leadership varied, however, it me 
ugualiy noted that the best leeder was one who stayed close to the wrk 
or who selected one or two assistants to collaborate with hin in working 
out e logieed plan and directing the task, 

The Gonstamicion Testenon Agios loadenalitn Situation,” othe 
construction test really turned cut to be more 6 measure of the cam 
didate'’s reaction to frustration as, uider the structured circunstames, 
tho agsigned task could never be accomplished regerdless of the losder- 
chip ewrted, the results wre oo upsetting for most candidstes that 


‘Pere O88 henonmment Steff, ons Sites Pe 10%. 


ae 


o 


>? 


iw 


i 


2%, 


ae 


is 


60 


4 post construction interview for therapeutic purposes was alwys 
echeduiled, This test is a good emmple of one designed to measure 
perticuler characteristics by means of a situation which would pere 
heps never really be encountered in regular operations. Tests of this 
type do have specific value for the rartiewler purpose for which de- 
signed but in saw respects may be wmfair to the camiidate, 

The tect ms intividual tn nature, the candidate being confront- 
ed with the tase of constructing « freee structure by fitting torether 
certain proseribed wooden pieces in a period of ten mimites, He was 
furnished two helpers who, wilowim to the candidate anid to hic mise 
forte, wore morbors of the staff, They both did everything possible 
to confure ond nmiliate the candidate in carrying out the instructions 
whieh he peve thane 

The staff, of course, never omected a candidate to comilete the 
tack, Although a considerable quantity of deta was collected om ano- 
tional stability the insight which the staff had concerning tho re 
actions to expect enabled them to evaluate certain leadership anli- 
tdes by observing the vethods by whieh the candidate attempted to gain 
cooperation from his holpers ond by the persistence he demonstrated in 
working tow corpletion of the tagk. 

The Mined Ronde~en seimed Leadevahin Grow Situmtionsss"ho OSS 
staff realised thet in group situations eimiler to the Brock tort, in 
wich no leader wan appointed, only a Limited view of the cantidete's 
ability as « leader we aveiieble, I was cenerally impossible to 
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evalunte leadership chility tn those eentidates tho never mamared 


to attain such a position in those tests, A few crom problems, of 


which the mined road is an emmple, wre created te ellow all intt. 


viduals fll opportunity to exeretse lesdershtp when civen suthority. 


Prelininery instructions fer this type problem vere riven to the 
group asseriiled at the problem aren, They were told thet the croup 


weild participate in e mrber of field problems in each of wich the 
@roup would work as a team with a now morber in the role of the cesionw 


ed lender for cvery problem, After a briefing session on the problen 


the leader ms placed m his om resources in leading the croup threugh 
ft assigned mission, 4 typies) briefing for the Mined Road problen 


went something like thts: 
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Situations of thie type ensbled the stsff to rate leaderchip by 
obeerving how well the appointed leader maintained his position, the 
memnier in which he delegeted mrthority and plemed ani orrantsed ideas, 
and his ability to gpur the group an to accomplisivent. is the situ» 
ation chenged; as he we perlwps faced with failwe, the staff me 
able to cbjevtively observe im the asaigned leader certein personal 
twaite such as judgement, discretion, loyalty, adaptability, decision, 
persistence, et6., wich were exposed through his reaction to the 
problens 

The Discussion Testews Verba) Leaderloss Sitamticn,--The dise 
cussion test provided a means for the candidates to denonstrate lead- 
erehip ability in the verbal situntion, Candidates wre assailed at 
@ table and assigned e topic for group discussion. 4 typical topie 
wee "iit ero the major post war problems facing the United States?" 
The final solution was to be that on which most of the mobers of the 
group could agree, however, the group wes cautioned that eseh man should 
be given the opportunity to ox-ress his opinion, Near the end of the 
peried the ordnicn ws sumed up and one momber of the group delivered 
2% to the staff members who were cbearving fram the other end of the 
TOs 

The candidates wore rated on such factors as ability to guide 
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the group towml e definite goal, seceptance of leadership vy other 
mesbere, convincing ax! confident diecusaion of the topic, censider~ 
etion for the rights of others in presenting their views, ability to 
eeterice ani miztein orientation of the group as it progressed through 
now ideas in the Uscussinm, 

The_Dehote lestens Lenievleon Cram Situgiians “(ho debate testy 
althoug: sonewiet similar to the discussion teclurique, offered o bebe 
ter qppcrinmity for leadersiiip om o larger scale, In this situation 
the entire group was divided into tuo sections and given a question 
for diseusaicn such es "Whet are wo fighting for?" Lech section mag 
sent to a soperete rocm to prepare ite arguements, axl to select c 
Cheizuen to organise the discussion and present its position, Sever~ 
@l menbers of the staff observed each tean during its preparution for 
the debate so that date could be camiiled on leadership in e namer 
Gindler to thet used in the discussion teste 

The setting for the debate ws strictly informal and hard liquar 
was also made evailatile with the idea of encowaging sowe of the nore 
reluctant candidates to enter the discussion. The altuation ws fae 
ther enhanced uy the debate coming at the end of the second day allaw 
ing grester freedan of sccdal interaction as a result of the group by 
tides time having boceme quite well acquainted ulth exch other and thelr 
eurrowlnse 
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Nonination Teckeiaueesty Agsosiates, The nontnetion technique 
was opplicd during the third day of OSS aescement. Every effort me 
made to impress ersh candidate with the seriousness of the rating task 
emi the necessity thet it be exeorted with complete honesty. 

Each cantidete me finished a meter liet of eleven quostions 
wideh were to be enawored by iniforting efter coeh question the assign 
od mmbors of the men to which, in the opinion of the reter, they spe 
plied. Tho candidate mea not required to list the nutber of any person 
om whom he cold not honestly report. Scoring ws by mmber of chedess 
weceived; it was not found necesemry to statistically anlyse the 
Gate in order to use it effectively, Three representative questions 
used in the nomination procedure ware: 


le if you wre given the regpmeibility of 
oe oe See See oe Se eee Sone me 


Re af 50s wane 0 nabee af 4 simp ae 6 Gomes 
wisgion, whom would you prefer to heve as yow leader? 


3e Wiich men coomed to antagonize other mexbers af 
the group? 
In conjunction with the nominating technige cach eendidete ms 
ele required to wite five persummlity sketches on the five persone 
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he had come to know best. These sketches served several purposes with 
respect to both the writer and the candidate they interpreted”? ‘They 
gave an indication of the writer's ability to sige up others correct- 
ly and served also ss a test of whether he tended, through projection, 
to attribute his om faults to cthers, They also furnished a lead 
as to why sane caniidetes wore accepted or rejected by their sasscointes, 
ani indirectly determined in some instances whether or not candidates 
had broken cover among thensel.vese 

The Intervigu, “--There ws no particular pattern octebliched 
for the interview teclmique applied daring the 058 assesment. It 
usually came at the end of the third dey after all ratings an the ean 
didate's performance in previous situations had been completed, This 
gave the interviewer an opportmity to question each individual can- 
didete on points that might appear doubtful in previous deta, Lach 
interviewer was en expert clinician and each had his om methods of 
developing the interview. In general, the interview was started by 
placing the candidate at his ease in comferteble surrowntlings, defin- 
ing the purpose af the interview, ani the conversation directed towmrd 
somo fonture in the mbject's history, military record, or mamer of 
hearing about (SS. Some interviewers, however, purposely made the 
condiidate uncomfortable, while etill others edepted to new situntions 
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erented by the candidate by deliberately letting tenaions rine to 
cbeerve the cantidete's reactions, Tho technique of the assersment 
interview can be gummed up in the following quotation: 9 


Mdrtes Screening Course for the purpose of sereening enlisted candi- 
Gates for cormiscion wes established at The Basie School, “erine Corps 
Schools Guring the summer of 1949 and repexted agein during 1950, The 
teolmiquer of aesesement were similar to those employed by the OSS 
@uring World ver IT but the course lasted four weeks rather than tinee 
Gaya, Eighty-six candidates participated in the 1950 course from which 
MSty~me were finely selected to attend the 7th Basic Clase. 

Tho sssessor group consisted of selected line officers from The 
Basie School staff and a team of psychiatrists and psychologists fran 
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584.0 The Basic School ltr. to Comendent of the Bor ins 
serial. td 22 hugust 1950, C.., The Basie School ltr, to 
oak Bureau of Medicine and Surgery, Dept of the 
Hevy, serial ata 18 august 1950, 
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the Bureau of Medicine and Surgery, U. 5. Navy. The group of sighty- 
six candiactes me organized into five groups, eash wrler an emeril- 
enced line officer who rotated to a now group exch wok, The team 
of nadieo-paychologists adninistered seven paper-pencil paychologi- 
cal tests andi in addition spent ome full day with each of the five 
groups during wich they interviewed each canilidate and administered 
the Rerschech end the Thematic Apperesrtion Tests, The rankings de} 
termined by the team from the Bureau of Medicine end Surgery ware ree 
ported separately from those made by the line officers ani wre chiof- 
ly used for purpose of further research by the Bureau in the field of 
leefership evaluation. Ranking by line officers at the end of the 
four week course wore used to select the candidates for entry into 
Tho Basic Schecl, These line officers basol their assesment upon the 
leadership qualities displayed by the candidates while particireting 
in structured field rroblems, extemporeneous aspeaches, group discussion, 
remilts of sociometric questionaires, ani other technique similer to 
thoss used by the 0SS, 

At this early date there is no statistical stufty aveileble on the 
remilte of the screening course just discussed, Ceneral comparison 
of vonking by the nedico»paycholorical team ani the line officers, om 
cept for a few instances, showed little similarity, To the best of 
the writer's knowledge a criterion has not been establiched against 
vinich goreening remiltes can be validated, In the sbeenwe of ouch a 
criterion the only remaining meamme of the essesement procedure is 
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the candidate's leadership staring upon comiletion of The Desic 
Schocl, Tho weiter compiled percentile standings in final lealership 
renk for this croup of Mifty (ome decenged cheing school term) can 
@idates vho completed The Basie Schecl in Merch 195). The percentile 
standings in a class of M9 shored the follow!ng results: 


56.8% stood at or shove the 75th percentile 
88.2% stood et or above the 50th percentile 
9.8% stood et or below the 40th poreentile 
7% stool at or below the 2th percentile, 


Th addition to these very favershile percentile stendings the 
mbar one man from ths Officer Candidates Screening Course wp also 
veted member one in leadership stanling in the 7th Basile Claas. 
Whether or net a "halo effeet" carryover existed in leadership mark- 
ing from the screening course to The Basle School is difficult to de-~ 
termine, however such a situation is quite possible, It showld also 
be remacbered that the enlisted candidates processed through the screame 
ang course had certein initiel adventeges of service experience wich 
might have soma effect on tleir leadership standing over the relative- 
ly adhert observation period while in The Besic School, Results of 
the soclometric questionaire aduinistered on three different cocasions 
in each platoon during The Basie School cowrss is another factor, how 
ever, which edie to the threnda of evidence inlionting superior leater 
@ilp ability in the group solected by the screening course, This group 
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eartinuslly received relatively high renkings in these questicnaires, 

The evidence available cemmot be considered as conclusive proof 
of the efficiensy of the screening provess, A better criterion is 
Genizreble~<unier the circumstances there is no wy of knowing how well 
the unselected candidates might have dane if allowsd to attend The 
Basile School Courne, 
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LEATERSHIP EVALUATION AND TRAINING aT THE BaSIC Scnod, 
(AUGUST 1945 TO FEBRUARY 1947) 


Gonerel,--Officer Basic Training in the Marine Corps during World 
Wer TI placed emphasis on the assessment foatures of leadership evalu- 
etion end training. As the wr progressed ond the qullity of the can- 
Gidetes decreased the importance of effective evaluation increased, 
The effort to maintain the quality of Marine Corps junior officers 
resulted in emeptionelly high attrition from the Flatoon Comanders 
Sehool during 1945 and 1946, The mmber of wmsatisfactory students 
brought before retention review boards created extensive probleme for 
thope boanis to enalyze velidly en uncoordinated me of report chite 
written on the candidates during their participation in the training 
program, In tho mifjority of cases the reports were vague and subjective- 
ly qualitative, offering prectically no real picture of the cantidates 
ability on any etendardised scale, Reliable fimetioning as a monber of 
a review board under these circumstances required the juignent of a 
Solonon. 

Ferheps, at first glance, the problem my appear to be a cimle 
one, It mst be remembered however, thet the training program during 
this perio? invalved eight student battalions, eech consisting of ap- 
procimately 300 ctutents, ani each remining in resittence for the brief 
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period of sixteen weeks. It ws obvious that some means of standari- 
iextion had to be injected into the evalusting aystem in order to in- 
cure a degree of consistency in the assesment of candidates fran the 
several battalions ani to give the review boards more organined and 

comrete information on whieh to base their juigsent. The procedure 
Geaigned to provide greater organimtion of deta ani more quantitative 
detertination of ratings will be discunsged ‘in some detail in tho re- 
meinder of thie chapter, ‘The system es established by no meens fire 
nighed all the enswers and certainly from a scientific point of view 
needs much inprovenent. It represented no major changes in princd- 

ple fron the previous syetes. In many recpects it we perhaps quite 
wumleldy as executed and the effort required to administer it ms at 
times resented by a few wonbers of the assessment staffs, Effective 
essessmont cameot be obtained without effort however, ani this we 

perhaps a normal reaction to « major modification in procedures, In 
eny event a seles and training progrem we very helpful in redwing 

the problen. In Chapter TV the witer will offer statistics fron a 

followup stuly based upon class leadership records and later records 
of performance on the job following graduation for stuients evaluat- 
ea under the aysten, The writer is of the opinion thet there is meh 
that can be offered in support of such a mmeorical system, particue 

levy if one of the objectives requires that a lineal ranking bo as- 
complished for a large group. The fineness to which mmerical scores 
eon be assigned is, of course, open to debate and will undoubtedly 
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be affected by the type of testing to be inaluied, 

The lestersiin Steff,--During the major pert of the period in 
question leadership evaluation ms conducted by a etaff organized on 
® senl-regimental basis, ‘The officer-in-charge of the student reci- 
mesxt held the rank of Lieutenart Colonel end was furnished one offi- 
cer assistant, a regimental Sergeant Major, and limited clerical assist- 
emee for recerd purposes. ilis primary purpose ws to supervise and 
coordinate the entire assessment progrem, 

Lech of the eight student battalions ms supervised by e staff 
connisting of the officer-in-charge with rank of Major, en executive 
offleer, sexi a battalion Sergemnt Mejor with limited clericel assist 
eme, The battalion commanter eri his staff were concerned with su- 
pervising the asoesment procedures being cortucted by the company end 
platoon officers, In atkiition the battalion staff was responsible 
for the internal eduinistretion of the stuients on its rolls, ax 
thetr compliance with an emoodingly close schedule of clesces, field 
problems, end drills, on time, in the proper wiiform, ani with the 
necessary equipment. 411 battalion communiers four! it moat desir 
alile to take en active pert in observing and reporting on borderline 
etadents as the correctness of final assesements we their responai- 
bility. Their spare time ws usually taken up in counseling intere 
viewse 

There were normally three companies in each stulent battalion, 
Tt we the responsibility of each company commander to supervise and 
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assist tie platoon leaders of hie comemy in their assesment duties. 
Bash compeny commander took sn active part in cbserving and report~ 

ing on the students In his compeny in ofidition to ecrtrolling the asaign- 
ment of students to leatiership jobs, coordinating curriculum activi- 
tides, onl supervising internel ecmpeny edtrinistration. 

The plateon leader we the key to the entire program, Its suse 
cess was very mich depemient on the interest, enthusiam, and loyalty 
digplayed by the platoon leader in carrying out the ossesament prosed~ 
wes, He we primarily responsible that en ecouwrate ani effective 
file we maintained on eech ctulent assigned to him, It ws his duty 
to both evalunte and develop stuient leedership qwlities, The platom 
leader vevally supervised from 25 to 30 students axl ws a very busy 
won near the end of cesh grading period. 

deduction of the Studenttier=ho sixteen weeks of rugged basic 
training provided for in the curriculum involved mmerous but minten- 
tional herdships snd frustretions for sue of the etudents, For this 
reason every possible meagre wan taken during the intuction period 
to eliminate confusion and start the student off in a receptive freme 
of mimi. Each new stuient group ws mt at the train by ite battalion 
steff on the morning cf arrivel, The berracks erea, previously placed 
in order by the steff, was al] ready to receive the new candidates 
after they hed parteken of a hearty breekfast. A froshly-made bunk 
comilete with neme teg, essexbled field endyment, personal locker, 
and a footlocker full of textbooks was reedy for each new candidate, 
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The fret day ws generally devoted to the comletion of remain- 
ing administrative deteils such as clothing issues, personal history 
quostionaires, orientation by the School Commending Officer, and got- 
ting ecquainted with the progren ani his platoon leader. 


legwersln mining 


Ghiective,--The main endeavor of the leadership section du~ing 
the sixteon wek training period ms to assist the candidete in recog» 
nising the strength er weekness of certain inherent traits wrich he 
possessed, end through correction, arlentetion, guidance, interview, 
and esemple to ald him in developing his leadership qualities to a 
neatieam degree commensurrte with his capecity, Evaluation wes based 
oteietly on the trait approach, however, the demonstrated traits were 
meagured in simulated real-life aituations structured for training 
PULposes. 

Stulent perbicingtions-The leadership progrem provided stulent 
éuty essignsents ranging from squed leader to bettelion cormanier in 
parades, conbet field problems, and routine berracke edminigstrotion. 
Stutent assigments wre changed daily in en effort to give each atu~- 
dent an opportunity to perform in various positions and levels of command 
reaposibdlity, Although nogt Meld problems were seui-structured each 
student carried the authority essential to his position ed ws civen 
considereble digcretionary powers for planning snd executing decisions 
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pertinent te his phase in a problem, Throughout the training progran 
eech stiulent we observed and scared on the traite of leadership he 
displayed while participsting in the activities beth as a leader ani 
a follower, In addition to providing a means for the students to do-~ 
nstrate Leadership potential eech duty assignment grve hin the ope 
portunity to learn hy deing. Principles learned in the clessrom 
cadd de aprlfed to quasi resl-life situntios, 

Staft Gomaslings-The counseling interview tectmique ms used 
extensively as a training means to advise ani guide the etuient in 
developing or correcting demonstreted cheracteristica, Interviews 
were conducted primarily by the responsible platoon leeder but were 
Closely supervised by battalion and campeny commaniers who wre also 
available for follow-up interviews on questionable cases, Inturview 
ware conducted ome every two wack greding period es practicable, 
The tine factor limited the extent to whieh each student covld perti- 
Cipete however, ani the damends of evaluetion required most concemtrae 
tion on borderline enl umsstiafectory eases. 

During the interview the stwient ms briefed on the content of 
hig aesesmment record. Evidence cf gool leadership performance receive 
ed appropriate recognition, Those areas wherein assessment indicated 
@ welmess were stressed ani the student ws coumseled on the bect ap= 
proach he might take to improve himself or to bulence his wealess by 
more effective application of his strong traits. If the student hare 
bewed any grievance with the training program ond the existing conii~ 
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tions the interview ms an excollent medium through wich they could 
be released, In this situntion the lendershtp problem we reversed 
eng 3¢ was the aseossars chance to actuniily demonstrate good leader- 
thip teelniques by succesefilly re-orfenting the stuient's attitudes 
in a more cocperative direction, 

Recognition by the student thet he personally needed to improve 
in leadership ws usually a difficult decision for hin to accept. 
Many stulents took on antagonistic aprrosch and it we sometimes dif. 
fevkt to change their attitude into one of cooperation and an exieave 
or to improve. 

dendenio Lendershin Tratuings-—Exphasis on traizing in technical 
eibjocts during World Wer II bept sendecic leadership instruction from 
its appropriate plage in an elreedy concentrated curriculum, The neod 
for eh 2 course of instruction became vory apparent however, es the 
somes of officer candidates me strained, The aituetionsl opportu 
ity for a emdidate te practices leadership was inherent in the esteblish- 
@@ progres and it wes reascnebly eagy to determine from observation 
thoge exundidates who poscesped at least the basic factors of effective 
aiutelligence ani other traits necessary to carry then tlaough most prose 
tienl situations, Ferheps, however, if the prineiples of prectical 
leadership wre taught in the classrom many candidates, who might be 
termed "slow starters," could be trained to recognize and correct their 
Gefieioncios nore quickly through a better undierstending of basic spe 
plied psychology as related to the social interactions involved in the 
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lesfership act. A beste leadership course featuring instruction cove 
ering the practical leadership factors ant a series of case problens 

for the student to solve through application cf the principles learn- 
04 wes included fn the curriculum during the spring of 1944, There 

49 nc informetion available on the affect this course had, if any, on 
leedership training, Unfortunately the classes from which data wre 

gathered for the followup study covered in the next chapter ormiginat~ 
@d too early to partietpate in the leadership course thereby precluie 
ing statistical conclusions, 


Genemls—is already indicated the evaluation system incluted 
cortain proeehwes by means of which assessors attexpted to determine 
whether ar not students cttending officer basic training possessed the 
necessary traits of leafership in the degree considered desirable far 
Merine Corps Officers, Yvaluation centered around specific traits, 
perhaps solected with little sojextifie consideration, but which, 
none-the-less, were believed, through experience and practice, to be 
eeectiate’ with leadership, Theso traits or qualities consisted of 
gush items as attitule, attention to duty, cooperation, initiative, 
force, comand presence, judgzart, snd intelligence, The stwlents 
leadersixip grade ms based on Individuel trait scores assigned by the 
agsesaing staff when evalucting demomstrated performance. 
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Stott Gheervotion.--Observation ms ecntimuous aml directed to- 
warn obteining a mass of assessment data prerered by a large mrber 
of raters cm each stulent, The battalion commender controlled stu- 
Gert leadership assignments as wll as the employment of the assens- 
ors, Considerable effort ms mule to insure a fpir datrtintion of 
eanisoments anong the stiients for reanns of the treining fertures 
irvolved, however, effective evalustion mony times dictated thet care 
tain gtviterrts be rloeed in greetfie auides in order te obtain mmrorte 
ing evidence om rvreviously aseersed fnctors, Wherever evidence iniie 
Gated cmestionwhle traits in 2 stafent oddttione] sescseors vere nasign- 
8 to confirm or lerrove the commlvcions. Acateric staff morbore also 
perticipytea as oscesscrs during Mel¢ rreblems which they conhoted, 

Althewh every stviertt me not contimovusly rerforming tn e bay 
porittion of stenctured proble:s his reactions demonstrated in normal 
day to dey sovial interemese with his classnetes were usmliy cite 
epperent, ‘Indinstions fron this seurce ng well ne the desire dterlaye 
ef to cooperate with aescsintes in routine barrecke edrintetertion and 
mainbeneee rrovea yaluebie in ssorine individeal cherroteristies. 

Arsosmmett scores were mirritted on three trros of rrerero’ Sorms 
witch conta be conveniently cerrfed fn the pocket, Pech form me do 
tirmed to met the needs of the pertiniler rerfermnes being denenetrat- 
08, Porm for nesesring lederstity renformnne fn Meld problens pre 
vided the ansessor en orperemity to score ench of the trette covered 
by the ersten, ‘The trafte were orgenined wmter three major heafinces 
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attitude, troop leading, and intelligence, with a box for the essign- 
ed trait score and c space for a supporting description of the par- 

forme, Close order drill assessuent forms incluied data pertin- 

ent to performance in thet area. 4 general observation chit wg also 
provided to uect the needs of s miltitude of unstructured situations. 
Tt wie intended primarily as an essey report form for general purposes 
86 no provision we cade far soaring specific traits. The assessor 

was requived to iniicate the Walt or traits he we evaluating in this 
ease slong with the scores wesigpued. Scores fron the assessment ree 
port forms were posted periodieally on an eveluction chart, the mee 

@handes of whieh will be discweed later, 

Although carelengness in preparation ws observed an cocaslona 
it wes kept to a miwimm timough constant supervision end conference 
an regard to the problems of evalustion wich faced the sssessars, 

ihe Eualuaiion Gherie--The evaluction chart as ite naw implies 
was a form on which individual treit scoves wore posted for evalustion 
purposes. it was designed to provide a uechanieal moons by which 
ageegsuout scores could be compiled an a weigited basis into an over~ 
@ll leadersiip grade. 4 sample of the evalustion chart with an actual 
cage reconied is aim ia digue I. | 

The traits euployed were oryanized into tives major assesment 
exeags attitude, troop lesding, and intelligence. Several of the 
traits were facters considered to be specific ani appropriate to nore 
then one area; note the placement of initiative wider both attitude 


7. 


iy at 


> et 6 youn Miadn® Soe a time af a aad 7 
Wy getPos @ to sereye ue tees iy, 


» . 
- mend ata inditgiceh marl; ctiyome\ SEAKS stiri acne eae 


A Dp wom Stale ‘Re hgersat » mm 2 - gate ara ‘Sa 4 ab | 


ani 
a faotivet so, wax Meenten ‘Se et ‘Daw 2s ae b a nt 
Pe "atte inty oF oko) Se-pkt Maid eas gibyontion da anal) il 
sn ans Se ea PPB GA ee Se ee oa ope ‘ , 
Nebel as vay Mar why Betis we lai oe 
b ssoneenmens it We 4px) anew, adil wit; ‘ra “ie 
re an - felt lee na we ‘atiwali nO bist reg ‘is my 
Py ie yet pnnh et ais ; Saki si i 
(anit garg, amin atte 9 . wae i 
us wmababewnnay Faibneide sf are tt andi: 7 de oii 


ieen- wkd jp Cater gyphaidyes to amtieey: <i 


aah me 


. ee c 2 a Kayi 3 £ iG hee gre ‘= *¢ fk Ms b 7 
ow } ' i4 bata ins dle deities 
7 wo tiger: aba’. YT fen¥} iy y¥ i é 
‘Of avone Lacinions « ohne od Ge 


oink a8? Dnigiue «eBay 
Dy 
tle ene dionenies el te wicgteas & aohiety photon 


Me ) al TA oa gi wee ut Lage “wr ra 
” 2 wor onsit ote Ouse aiceon Over Sinpty.o oFawar afl 
wei 


he nanan) cmwasioks bes gpetlbves quote ,etaytita sc 


STUDENT LEADERSHIP EVALUATION CHAKT--THE BASIC SCHOOL 
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ani troop lestfng, en? fuignent uster troop leeting ani intel lirence, 
The intelligence fecter ms eupposefily influenced by effective intelli~ 
genee demonstreted by good fwiment tn haniling sttuetions fevelving 
scedal interection ond by demnstreted echteverent (periodic renderte 
mvernge) in sentemic courses, fn assessment report, thorefore, reflecte 
tng scores in beth tnitietive onl fulgment micht, deponding on the pere 
formance Snvolved, very will be posted tn eppropriate cclwems of alt 
tierce major erera, 

Column headings from left to right on the evelurtten chert repre. 
sented th: chit mrher, the mmming tote on the mmber of chits Te. 
comied, the rats asatgne’ by exch chit, end n rmming tetel of the 
ascignol grees, Lenfership scores wore cunilctive, ol) chits for 
eath greding period being posted tn the appropriate calums ant the 
@urrent score for each trait determined by dividing the ruming total 
gralle ty the tote) wmber cf chits recoriad in the treft ecluem, The 
scare for cach of the three areas mp the average of the trait scores. 
listed therein, Fincl leadershtp grades ware obtained by averaging 
the three major ares scores wmighted as follows: attitule wt, 3, 
troop loading wt, 5, and intelligence wt, 2, The aseigned weights 
were exrived at by considering tho recoumentictions of experienced Mae 
Pine officers whore Judgment ws respected, The crities] or pnasing 
scoxe for lendersiip eveluction ms estsbliched at 7%, Figwe IT 
represents the front side of the stulent record card on which a par 
menart record of the stulent's final leadership oveluntio scores vere 
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recorded for file. This example wos prepared from an actual case re~- 
corde 


ihe Loam of Levies 


Deficient candidates were protected against posable melfumction- 
ing of the evaluation procedures by having their cagos reviewsd by a 
board of three Meld officers couvened by the Commending Officer of 
the school at midterm and just prior to the graduation of each class, 

The mission assigned the board was to investigate the marke and 
eupporting recards of each deficient emmilidate appeering before it in 
order to determine whether each candidate will (1) comtime with his 
Glass (2) be turned back to e later class for further instruction (3) 
be dropped as a candidate (in the ease of enlisted stuients) (4) be 
recommenied for revelation of commission (in the ease of officer stu- 
Genta. 

In arriving ct its conclusions the boerd wes authorized to inter~ 
view any or all of the assessors involved and to question the candidate 
in regard to any feature which might eid in determining the cause of 
the deficiency, The board ms enthorized to assign nev leadership 
(rates vhenever deemed appropriate. It we directed to give special 
consideration to the improvement fector whenever deficiencies in char- 
esteristios were considered susceptible to correcticn uith experience, 
rather than a fundamental defect of character. 
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The report of the board when submitted to the convening auther- 
ity contained ea brief resume on each cage with pertinent recomendations 
for ite disposal. 

In all cases final authority rested with the convening authority 
unless modified by higher headquarters, 


limlictions iifesting the Syeten of Eveluatslon 


Generale--Ihmerous linitetions were apparent in the leadersiip 
evaluction system as developed, In some respects the resord keeping 
proved too complicated ami detailed to be handled effectively by the 
plateem leaders in addition to their elready extensive duties of cb- 
serving, interviewing, and syorvising the students, 4 statistical 
section on the regiuentel leadership staff for the specific purposs 
of posting end evaluating tho esssesenent deta would have bean dealr 
eble, There is meh work atteshed to a system of personnel evalue- 
tion however, and purely sechanical problems of this nature can almys 
be reduced if the job ie sufficiently important. In aidition to these 
nechanice) problems the system was olso troubled with some of tho pay- 
chological limitations uewully inherent in most assessment procedures. 
Listitetions of this latter type impose variables thet influence the 
reliability of measurenent and must be redused to a minimm in order 
to prodwe results that ere better than chance. 4 few of theso linita- 
tions vinich affected the syseten uxler discussion will be reviewed brief- 
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ly in the following paragraphs, 

Tha Lalere--issesament of personel is a epecialined duty that 
logically requires eansiderable leadership experience, end training 
in tho basie prineiples of psychological measurement. Tn nest fine 
estamos it was possible to accept or reject line officers far the 
leaierehip staff on the basis of leadership experience esi ability 
a6 indicated in their recor of Meld performance, It is quite ue 
iiiely however that many of those aveilsble would have posseseod the 
Genire’ paychological training if auch hai been uate a prerequisite 
for the assignment. 

T% is only faix to state thet in most casos the afficers asaign 
ed to the leadership staff functioned with e grest deal of interest end 
enthusiass even though the duty ws entirely differont and moh nore 
aiffieuwlt to perform properly than most haf over before experianced. 

in retrospect, it appears that vary little consideration wo riven 
to melysing the requiremonts of the duty in order to prepare proper 
men specifiontions on wiieh to base the selection and assignment of 
essossor persome)., 

The limitation imposed by the assigment of inexrerienced asrese- 
ors me reduced to some extent through staff conferences directed to- 
worl poiting out some of the assesment problems, ani by supervised 
on-the-job training. The effectiveness of such mothois ms limited 
beesupe not one member of the staff hed any beckrrowsl training in tho 
principles of scientific measrenent, 
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Zhe Letine Syetem.--\seesment of porfermence based primarily on 
the treit approach to leadership evalustion yields very subjective 
information on the candidete, The assessed score tends to be influ- 
enced by the opinion and attituwie of the iniividurl rater et the tine 
he mikes his cbrorvetion, ‘Stendsis of secepted performance vere never 
established in writing for cach of the situtional problems ani conse. 
quently essssoment anene reters within bettelions, end particulerly 
betwen raters of different battalions, was bound to wary, Nallabil- 
tty of rating wuld poesfhly heve improved if accepteble perfornance 
tn eash of the leedership problems could have beon standardised for 


purposes of rating performence, 
There wes alao a tendency for acadenie sbility to influemco asapage 
ment during structured Meld prdblems, It is perhaps not desirable te 


separcte lesdersitp ascespont entirely from tho ability to apply ofa 
Gente principles; none-the-less mibjoctive assesment of traits dena. 
stented in « structed situntion tenis te be influenced by th: stu- 
dant’ s Inorledge en? application of tactics! principles. 

4 broad concept of the factors escoclated with leadership inii- 
eates certain limitations to the exclusive use of tho trait aprronch, 
Situntions orented during the sixteen wek treining peried provide 
mmerons crrroaches from which to reasre the rany fhetors of lenders 
stip, By concentrating on the trait approach the aystem foiled to 
specifically assess the starlent's ability to emrcize the esscutive 
fctions of planing, organising, end controlling. It also failed 
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to provide « masure of his ability to wierstend and apply basic 
principles of applied psychology. 
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Curim IV 
STATISTICAL ANALYSIS OF THE ASSRSSMENT SYSTEM 


Ganemalerni aysten of perocmel emuction is of Little vwlue 
ese sclextific instrment uwiless {t ts capable of menguring to a 
reagondble degrees thet which 34 prperts tc reemre, Thus the aesesse 
ment procedures dlecusved in Chapter ITI are of Little yrneticn!. valw 
wilesn it am be demonstrated that they possess sufficient validity te 
alm thon wsaft an prodictare of leadership dbility, In onter to 
gain ascoytanse by the cauilidate being evaluated ft io desirable that 
gush procedures possess a carinin degree of foce welidity, “oro in» 
portant hovever, is the need for enpirien) velidity, a relationship, 
egxesgad on a contimmum fron mimis one tinvcugh sere to plus om, dee 
‘upon assessed capacity and leter denoustrated ability as indicated 
timcugh performance moamired by some oolected criterion, A positive 
validity ccefficiont will be cbtetned when those who score high da 
ing casesmont aleo score tigh in the criterion measute. 4 negtive 
eosfficient remilts when thone vho scare high curing esvesment score 
lea in the criterion or vice verm, The statistics stuly prononted 
in this chapter ws witertcken to determine the relationship, If amy 
thet existe between the leaderaiip evaluation scorers received by stu 
dents during officer besie treiming emi leter deronstreted londership 
performanct, Statistical computations were made on several possible 
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predictors s0 thet couparisen could be made of the remi2ts, 

Gxiterion Reuizemontgs-! criterion my be considered an a 
perfomance meagre used as a stander in evnluating other neagwres. 
4n asceptatie criterion is a primey requisite to any research shuby 
conducted fur the purpose af developing statistics] detn intenied to 
influence acceptance or rejection of varinbles in a poreamel precrem, 
ahpclutely edequite criteria cre net always resdly evel lable; some~ 
tines it takes a period of yoors ami a mmber of experimental stuilies 
before really eccapteble criteria cm be developed, The um of loss 
ecosptsbic criteria aay bo uercesury under these ciremstences in are 
Gar to promote at loast initial progress ani development in persamel 
procedures, In developing the best evalleble criterion for an oxist- 
ang situation the researcher mst usurliy study the arens of perform 
@mmo to be inchuted aul solect thoes fueters whieh give the best evi~ 
Genpe of satishying the standards ordinarily applied to paychological 
measuring ingizmeonts, tn sccomlishing this he my aften bo influ 
enged by tho tine foetor in selecting 2 criterion wich fs irmediate- 
ly available in aver thet the study my progress, 

There are tires stankad characteristics deairaile In an ccceptable 
eriterion. Pivsgt, it must be pertinent to tho job for dich prediction 
was made ani shaild inaluie all of the significant agpects of perform 
emee, Soeond, it must bo eupsble of discriminating conaistertly bee 
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twpen dierent levels of performance, Third, it mat discriminate 


In aver that 9 criterion be pertinent to the performaec being 
stixiied 2% must evaluate oly those qualities wich are relevant to 
 @pcessful performnes. For esmugile, although e reting a how will 
a mm gote alow with his wife might prove useful as a predictor of 
leadership shility it would be irrelevmrt as a criterion masure for 
eseencing thet person's setusl copotense to lead trocps, Uxtrancous 
variables not strictly bearing m job performance should be emluied 
from the criterion salected. On the other hend the criterion should 
measure a sufficient maber of factors to insure couprehensive cover~ 
age of the performance being evaluated, Whether ar not a criteria 
een be considered valid will depani to a great extent on the dogrus 
t vhich the factors of pertinence and ceqrehsnsivences ave ;xasont. 
Tn developing an original eriterion thie is usually a mtter of julg- 
met, Development of criterion mengures which are pertinent, compre- 
hensive, and eceepteble to all interested parties generally requires 
cereful definition of the eres witiin which performance is to bo maga 
ea, ond the retuetion ef extranceus variables to a mimimum, 

A criterion that discriminates between various lovele of perform 
anee rust indicete, to e sutinfaetery degree, the diiferences in «ile 
ity thet edst .betwon the imiividunls whee ;erformance is being measure 
ed, ‘Inilividuel differences in ability are know to exdst among people 
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end irom a sufficiently large sample the distribution of success will 
generally follow a normal frequency curve. Whetever the neasuring 
technique may be, if it is fimetioning effectively, it is reascsble 
to expect that the date it finishes will distribute the persomel 
being evaluated along a similar curve. If for oxmmle, when using a 
rating sesle technique, neurly all candidates being rated fall in the 
upper 10 or 20 percent it is evident thet the necesuring instrument 
lenis the ability to discriminate. 4 masuring instrument may be sen 
aitive in discriminating betwen categories of success yet bo so affected 
by chance errors due to inconsistency that the scores it produces are 
uscless. Theos chence errors may erise from veriations in the intie 
vidwel being measured, or the measuring ani ecaring procedwes, if 
however, a criteria is relisble the affect of chance error on its 
pow of discrimination will be redused te a minimm, 

Mexy persomel precedures involve comperisons to be made betwen 
in@ividusls or groups of individuals who have been tested or rated at 
aifferent times or wifer different situntions, In onder to compare 
indtvidvels wrier these coniitions the measuring instruments must 
pomens a aingle set of reference neaningr wrich ean be applied to 
the aseesment of rerformmnee, The variables used must be stenianiis- 
e4 an to moaning and interpretation regemilese of the individusle bee 
ing meammed, the group tc which he belongs, or the test or rater eval- 
umting kis performance. 

Eitness Levarts oa tue Salected Criteriaue-The writer ealnodl- 
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edgos the uslemirable fextures of ratings when used as criteria how 

ever, circumstances of timo ami the scope of this paper preventod addi- 
tiomal research in establishing a more specific neasme of leadersip. 
The performance expected of junior officers on the job Involves nany 

fenete of success. Until eome miltiple criterion of the specific per 
famances associated wlth successful leadersitp is developed the ape 

proach to an acceptable criterion mat therefore be general. in nate 
end wili probably reflect subjective acceptame or rejection of gon 

eral. chility by the rater. 

The fitness repart form in effect during the period covered in 
this study reflected tha limited trait approach to measuring Leadar- 
@iip shility. Unfortumtcly, due partly to titis approach, the report 
is extremely gonerel in nature and only indirectly pertinent to load- 
evsitip es such, By reason of this gmeral aprrosch it is perteps also 
mere comprehensive than is dogirable if the prediction of leadersiip 
alone is expected. 

Fitness repert ratings are only reasonably successf in meting 
the standards of comperability desired in a criterion masure, Thoaret- 
feally spenicing they provide the necessary single est of reference 
noanings by virtue of instructions promilgated for their prevarctdons 
Fron a practical point of view bowsver, there is no definite asmu~ 
anoe thet all retere will interpret the instructdons in the sero manner, 
Even though the instructors rroperly interpreted the definitions ani 
inetrustions other varistions eush as (1) opportunity for cbeervetion, 
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(2) individual standards applied to cbeervation, end (3) sbility of 
the judges to mike desired discriminations all operate to influence 
comparability stendards. 4n attempt wis made to minimises non- 
comparability for the criterion of this stuly by averaging ratings 
from a minimm of three reporting officers in each case. 

Th view of the fact that the other ctenidanis to be met by an 
acceptable criterion is a stetistical concert, that quality of dis 
orinination vill be determined and diseussed in the peragrephs on stee 
tistionl analysts. 

The fitness report data sheet used to record pertinent extracts 
from individuel fitness reports on each case included in this study 
ip shom by figure III, The form contains only those items from the 
PMtness report wiich indicated any measurement of leadership or success 
om the job. Tt is mbdivided into for major categories with possible 
neximm scores cs follows: performance of duty (5), personel traits 
(5), commending officer's preference (4), and general value to the 
service (5). The total score for any one fitness report ms the am- 
tution of the for category scores and could not exeed nineteen. Bx» 
tracts from the Mitness reports in each case were transposed on mmere 
feel scoves assigned in the relationships iniicated by the mrbers 
heading each column of the first two categories oni the mmbers related 
to each description in the last two, Finel criterion scores in esch 
eutegory, incluiing the summotion score, were obtained by averacing 
separate scores from the fitness reparts recorded in the case of cach 
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FITNESS REPORT DATA SHEET 


NAME: Period to 


PERFORMANCE OF DUTY 


Regular Duties 
Administrative Duties 
Executive Duties 
Handling Enlisted Men 


Training Troops 


PERSONAL TRAITS 


Military Bearing and Neatness 
Attentiom to Duty 
Cooperation 

Initiative 

Intelligence 

Judgement and Common Sense 
Force 

Leadership 

Loyalty 


3. Glad 


2. Willing 


Preference: 1. Not to have 


4. Desire Average Performance Score: 


era alue to Service: 


0. Unsatisfactory 3. Very Good 


l. Fair 4. Excellent 


Neen cUEEE EEE 


S$. Outstanding 


2. Good 


Average General Value Score: 


Sumaction of Criterion Score: 


Perforaance —_______. 
Traits —....__ 
Preference __ 
Gen. Value ___ 
Total Score: ____ 


Reporting Officer: 


Figure TTT 
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inftviduel, 

Tn order to further stendeatise the ertterion measurement and re~ 
duce extrmmecus verisbles the collection of criterion dsta ms cone 
ducted in ascordance with the following conditions: 

1, At loest three and not more than four fitness reports on each 
sbjoct were used in caguiting final criterion values. 

2» All criterion date wre obtained fron fitness reports mib- 
mitted on performance whleh cecurred daring the period of not less than 
ome nor move than three years following graduetion from basic officer 
troininge 

3e ‘iot nore then one report ws sclected from any one reporting 
officers 

4e Cally those reparts covering a reaponable period of chservation 
were incluied, 

5. Wherever precticable the rank and experience of the reter were 
considered in selecting the reports to be used, 


aueagiabion of kis ood anelvels 


Gonumahe--The reader mst be cautioned in stutying this inter 
pretation of statistical amlysia to leep in mind tw factors of con 
sidereble importance, First, thet the rew data for this stuly were ob- 
tained by sampling mothods which calleected informetion on aveilable 
eases of gracmtes who stood within the upper, middle, and lowr 19 
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of fve Afferent ofMocer basic training clasees, sach ranked eccord- 
ing to leotershtp evaluction scores, ‘Informtion ecmpiled in Mgures 
V, VI, VET, VITI, and IX is organised in scvonliance with the samlling 
areas ani earch ares contains ceses fron each of the five student classes, 
Second, a posetble trend ufll be noted in regurd to relectfongiips be. 
tween CCT scores, neadaic cverage und leadercttp for ench of the 

three groupings however, 1t 4s perhope unwise to attach too mach sige 
nificenss to these results because of tho aml mrber of casos for 
which CCT deta were avedleble and the negative critienl] ratios deta 
wined for CCT scores in figure VI. 

Sexpling involved the selection of eases from the several clesces 
water than one for two major reasons, First, the separcte classes 
@uring the period covered wors gonerally too aml] to Aanish « ouf- 
ficient mmber of cases in what could be considered the extremes ani 
Carte: groupings. Second, it ws necessary that the area of salection 
be large encugh to essure that an adequate anowst of criterion data 
wolld be available after normil attrition had taken its tell follow 
ang graduation. mo adventage perhaps accrued fron this procedure in 
thet leadersikp evalustion scares were obtained fron a mmber af 
assessor groupe thereby offaring prediction samples representative of 
the average evalustion stanierds rather than the standards of a specif 
desily selected group of reters. This procedrre perimps also rocoge 
nised, to sume degree, the effect of the factor of rating reliability 
es it might influence prodiction resulta, Obtaining predictor data 
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fron tho several classes should perhaps induce some conservation ine 
to the computed correlations of validity. 4n effect of this natwo 
has previously been noted in a study made on predicting success in 
twouty nursing schocls for which disappoimting correlations of fron 
225 to .50 wre obtained, When the comutetions wre based am one 
schocl at a time, validities jumped as kigh as 280 in one school anf 
e77 in ancther, The author of the study traced the low correlations in 
the coubined samples to variation in grading policies oi’ the schools.” 

The eclasces from which series wre collected for this study wre 
generally quite comparsble as attested by the data of figure IV. This 
feature should be helpful in minimising any possible disadvantages 
thet might cecur from sush a combination of creups tested umier same 
thet varying conditions, 

Gentes), Teudeney. Verjebii itr, and Critient Fotloseslircre V 
offers telnilated informetion wich provides an iniierticn of central 
tendensy and variability of the data collected on the veriahles with- 
in tho sexing aren, Jn eoch cf the upper, middle, and lover 19% 
Groupings the column headed 1 lists the mmbers of eases from vhich 
Gata ware cbtainad; the colwm headed M contains the mean veluep of 
each variable for the cases involved; and the colwm heeded with the 
Greek symbol “alga” liste standard deviations fron the mean veluo M 
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CLASS ACADEMIC LEADERSHIP EVAL. TROOP TRAINING STAFF FUNCTIONING 


16TH PCC 78.66 77.83 

17TH PCC 77.47 76.02 

Ist BASIC 79.88 76.46 78.79 

2nND BASIC 80.10 76.10 77.90 79.67 

3roO BASIC 79.35 76.26 80.40 80.80 

GROUP AVERAGE 79.09 76.53 79.03 80.23 
FiGuRE JV 


Comparison of class averages for groups from which 
sample cases were selected. 


» 


Wich will probcbly cecur in a norm distritution, Picure VI lists 
the oriticel ration thet exist betwen sampling crees for each wrin- 
tiles Informetion fron this letter Meure will determine thether the 
difference betweer. mean velues of the verishles in the three senplling 
arens 49 signiMcent. 

Reaminetion of figure ¥ shows a reduction of ¥ for most varine 
Wiles fron the upper to the lower groupings ani a veriztion within each 
Grow Lor three specific predictor veriahblons, CCT scares, troop tratim 
ing grade, ond staff functioning grade, Yor oarpile, scadadio cver- 
ege dota we evellchle on 44 cages in the upper group, 42 cases in 
the middle group, and 29 cases in the lower grow, This reduction 
tronl wis due te rete of attrition in the different semiing creas 
fdlloving graduction, Veristion within groups for certain predictor 
verisbles is represented by 16 cases far CCT seare, 30 ecses for troop 
teaining, end 24, cases for staff fenctioning In the wer Gem. Tis 
situstion ws « remit of veriations in the curriewlum far the differ 
emt classes. ‘oon values of I! fur all verisbles exept GCT score show 
& tendemey to decreage from the uwyer 15 to the lower 1% group; note 
velues of Mi for leaderdhtp oveluution, 60,74 in the upper group, 76.83 
tn the mide group, and 72.72 in the lomr group, A difference of 
this nature should normally be expected; however, the degree of dif. 
ference will not be the same for al] verizbles, thether the differ 
ence between the means of the different groups is statistically alge 
nificent can only be determined by a stuly of the critical ratios liste 
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CLASS STANDING BASED ON LEADERSHIP EVALUATION 
M 


N u 0 N 


PREDICTORS 


ACADEMIC AVERAGE 44 {82.18 | 3.87], 41 |79.50/ 3.74 
LEADERSHIP EVALUATION 44 |80.74/ 1.25] 41 |76.83)| 0.93 
GCT SCORE 16 #825.00/13.25]) 11 §25.00/10.60 
TROUP TRAINING GRADE 30 (83.00/ 5.85] 33 (78.95 | 7.12 
STAFF FUNCTIONING GRADE 24 (84.48 | 4.68 || 26 |62.90 | 5.04 


FITNESS REPORT CRITERION 
— 


OUTY PERFORMANCE 44 | 3.71 /|0.40] 41 3.46 | 0.41 

PERSONAL TRAITS 44 | 3.89 {0.37 ] 41 3.66 | 0.37 

CoO'S PREFERENCE 44 | 3.62 /0.29] 41 3.49 | 0. 42 

GENERAL VALUE 44 | 3.83 |0.47 ] 4! 3.57 | 0,48 

TOTAL CRITERION SCORE 44 |15.01 /1.39 7] 41 [14,18 | 1,64 
Figure VY 


MEANS AND STANDARD DEVIATIONS 


Basic Data: Available cases of 
Graduates within the upper, middle, 
and lower 15% of the 16th PCC, 17th 
PCC, Ist, 2nd, and Grd Basic Classes 
based on Leadership Evaluation. 


ea in figure VI, The value of = represents the point of central ten- 
Cency or the point on the contimam about which all of the scores for 
the particular variable within exch grouping temi to cluster, The a 
teut of verlance from the mean within winieh the cther coores are Lile- 
ly to fall is deteruined by tho staniard deviation, gigma, ‘hen tho 
tiatisticel data follow the normal bell-shaped frequency cwve tie 
Gigivinutiion will be such thet 60) of the cases «ili fall in the ares 
Fius one end wims ove signa iron the man, ond Of will fell within 
plus wo end minus two aiguas, ‘he tendemy seems to be for variabil- 
ity to increase fran the upper to the low eempling arees for the 
exiieriony total criterion score shows signas frou upper to lower 
cempling aren to be 1.39, ledd, axl 1.75 respectively, scadenic avere 
age, howgver, indicstes a reverse of this with sigms of 3.97, Ssh, 
emi 3073 while icaderaiip evaluation is different than either criteriom 
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MIDOLE- 
LOWER 


VARIABLE 


PREDICTORS 
ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 

_GCT SCORE 
TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 

FITNESS REPORT CRITERION 
DUTY PERFORMANCE 

" PERSONAL TRAITS 
Co'S PREFERENCE 


GENERAL VALUE 


TOTAL CRITERION SCORE 


Figure \Ty 


CRITICAL HATIOS 


Basic Data: Means and Standord Deviations for variables 
from available cases of Graduates within the upper, middle, 
and lower 15% of the 16th PCC, 17th PCC, Ist, 2nd, and 

3rd Basic Classes based on Leadership Evaluation. 


for GCT seores hovever is definitely insignificant (eritical retioe 
“2.0, 9 ami 2.04) end consequently their value as predictors in 
this study is extremely limited. Critical ratios of .99 betwen the 
middle end lowr groups for troop training, and of 1.15 and 1,64 between 
the upper oni nidile croure for steff functioning end CO's preference 
regpectivaly, fail to indicete significence at even the % level so 
therefore thoes variables in the ereas inticeted can be rejected from 
statisticel emsideretion in this stixty. Crities) ratios, represent- 
ing « significance level betwoon 1% ani %, were fowrl to be 2.48 ani 
2.52 respectively for troop training end genersl value reans (!f) be- 
ten the upper end middle croupe, ont 2.06 ond 2.62 remecttvely for 
ecedente average end staff functioning reens (4) between the middle end 
lower groupe. 

Tt scoms rogacneble to concluie frem the significence level of % 
or better fou! for nost vertebles of the criterion that i* nects the 
necessary stenderds of diserimination between sempling ereas for pure 
poses of this stuly. 

Relationshtne Batwen Yarisbles.—Polntionships between varichles 
within ecech of the seperate sampling areag offers mm indieotion of pos 
sible trends es they might be effected by quality of leelership. Al- 
though the correlations presenting the picture tabuleted in firures 
VII, VIII, oni IX are rether sell thay none-the-lese point up certain 
factore thet may be maningftl. Over-ell relationships betwen rredice 
tors ani total criterion score as established in figures X throuh XIZ 
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for the combined groups show nore decisive correlations and will be 
discussed seperately, Considering first, the intercorrelations be- 
twen predictors for the three leniership areas we find lew intercor- 
reletions of approximately .15 between leadership evaluation and aca- 
demic everage in the upper and midfle croups indieseting very Little of 
Common measurement between the two in these areas, In the lower leade 
ership grouping hovever, the relationship seems te be greater with the 
intercorrelations rising to .32. it is diffiewlt to draw any wll dee 
fined conclusions from this wend, howver, two possibilities wen reason 
aile. First, the rating officers hove imowledge of the students' aca 
demic grades ami nay be influenced by them to some degree in assessing 
leadership ability in the lowr groupe Second, the effective intelligence 
ef candidates in the lower group my perhaps bear a positive relation 
stip uith abstract intelligenwe far ecadenic accomplishment and congee 
quently is approaching the uwinimm desireable far effective leaiersiaip 

et the level with which we are concerned. As a result both leadership 
evuluation axi academic gredes for individuals in this letter eampling 
area tend to approseh the eriticel score in each cage thereby caniribut- 
ing to higher intercerrelation betwen the two. 

COP seores tend toward higher imtercorrelation (sM4 and 29 respeat- 
ively) with academics and leadership in the uiddle group than with those 
same variables in tho extremes, intercorrelations for GCT with ecadenies 
ani leadership evaluation in the upper group wre aly .03 and .00 ree 
spectively wile for the lover group they were .17 and -.16, ‘The reail- 
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er is once more cautioned thet, for reagons previously indicated, full 
acceptance of the trend in CCT relationships produced by this stuly is 
not recomenied, 

Troop training grades eppear to have a feirly high reletionsidtp 
to scademic average for both the upper group (.56) and the lover group 
(.50) while for tho middle leadership croup the intercorrelation drops 
to .28, This trend gives some indication thet achievement in tho teach 
ing aree is equally representative of atadenic ebility in beth the upper 
and lows? groupe but less so in the middle group. A sinfler trend is 
apparent between troop training and leedership evaluation exert the 
relationships are not so pronounced, Achievement in leadership evalus- 
tion seeme to offer a slightly greater reflection of teaching Imovdledge 
in the upper group (.23) then in the lowsr group (.17). The samo inter~ 
correlation far the middle group is about equal in degree (-.16) but 
negative in direction, As a predictor of performance measured by the 
eriterion used in this stuity the troop training grade has little to of- 
fer ep iniieeted by small correlations of -.02, .02, end +.04 respective. 
ly from the upper to the lower leadership croup. 

Relationships between staff functioning grades ani academic average 
end loodershtp eveluntion chow e sorewhat different treni than ;rosent- 
e4 by intereorrelations for troop training. ‘Intercerrelations between 
staff fimetiowing grades ani academic average show a sinilar trend of 
emaller relationship in the midile group than for the extremes (upper 
238, middle .09, lowr .73) but the relationship is considerably higher 
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in the lower group than in the upper group. This offers some iniica- 
tion thet perhaps achievement in the type of stuly represented by the 
steff functioning course bears a closer relationship to average acaden- 
fie ability in the lower group then in either of the cther two, The rela- 
ticuship trend between staff functioning grades end leadership evalua- 
tion is represented by increaging intercorrelations (.04, Zl, 61) 
from the upper to the lower leadership groupings. This trend appears 
to be « strong indication that those who score low in leadership eval- 
uation are quite likely also to score low in a sibject of the staff 
functioning and organization type. It mist be edmitted that a share 
of this trend is no doubt due to the influence of aeademic ebility, hou 
evar, if thet were the only fecter involved it would seen that a sini- 
ler strong treni would aleo eppear in the intercorrelations of the troop 
training grade. Steff fimctioning grades, as predictors of performance 
measured by the criterion of this study, offer correlations within each 
group which ere comparable in degree to those indieated for leadership 
evaluation (upper.l4, middle -.19, lower «,23) even though the relation 
ship in the middle group differs in sign. 

Results obteined seen to indicate a relationship betwen certain 
type courses thet develop or measure a knowledge of teaching and orgen- 
ianbional principles seni leadership evaluation during the training rro- 
grem., Knowledge of organizational principles seems to have more beare 
ing on leadership ability or performance measured by the criteria of 
this study then dees a kmowledge of teaching techniques. In neither 
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Gane however, does the criterion used offer a very pertinent means of 
indicating a measure of rerformance for either of these fields, It 
is therefore quite possible that limitations of the eriterion preelwie 
higher validity ecefficients relative to troop training emi staff fune- 
tioning grades es predictors. The uriter balieves that the subjects 
in question nicht prove more sensitive to leadership sbility if thay 
were meade a part of an over-all leadership subecurss end better adjust- 
od te inclute basic instrustion in organization and exevtive loedarship 
functions, ond e closer coordination between the mechanical steps of 
the teaching process and the stimilatio remrired by the leader es a 
teacher, 

Study of the intercorrelations betwen criterion variables in each 
of the sampling orees indfoates « very strong tren’ towrd the voll 
knomm "halo effect" in which scoring has been seriously influenced by 
general impression. Figures VIT, VITI, eni I inticate that the highest 
intercorrelations are betwen the total criterion score en! the other 
eriterion woriebles for all sempling areas: for each sampling aren these 
era, upper 24, 96, 77, e975 middle .95, oF7y 92, «983 lower .%, 0%, 
eM, 7. This being the case it ie logical te employ only th total 
ertterion score se the aecorted eriterion meaure becouse It civee the 
beet representation of «11 the other veriables, 

The most significant quection te be enswored if possible by inter~ 
pretation of these deta is 2 comperism of leadership evaluation oni 
seedemic average as predictors of ecceptanse on the job in fmior offi- 
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VARIABLES 


ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 
FITNESS REPORT CRITERION 
DUTY PERFORMANCE 
PERSONAL TRAITS 

CO"S PREFERENCE 

GENERAL VALUE 

TOTAL CRITERION SCORE 
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GCT SCORE 


PREDICTORS 
ACADEMIC AVERAGE 
LEADERSHSP EVALUATION 
GCT SCORE 
TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 
FITNESS REPORT CRITERION 


DUTY PERFORMANCE 
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PERSONAL TRAITS 


CO"S PREFERENCE 


GENERAL VALUE 


TOTAL CRITERION SCORE 


Figure VJT 


CONKELATION BETWEEN VAHKIABLES FORK CASES FHOM UPPEK 15% 


Bosic Dato: Variables from available cases of graductes 
within the upper 15% of the 16th PCC, 17th PCC, Ist, 
2nd, ond 3rd Bosic Classes based on leadership evaluation. 
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VARIABLES 


ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 
FITNESS REPORT CRITERION 
DUTY PERFORMANCE 
PERSONAL TRAITS 

CO’S PREFERENCE 

GENERAL VALUE 

TOTAL CRITERION SCORE 
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GCT SCORE 


PREDICTORS 

ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
GCT SCORE 

TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 
FITNESS REPORT CRITERION 
DUTY PERFORMANCE 
PERSONAL TRAITS 

Co"S PREFERENCE 

GENERAL VALUE 


TOTAL CRITERION SCORE 


Figure VIII 


CONMELATION BETWEEN VARIABLES FOK CASES FAOM MIDDLE 15% 


Basic Dota: Variables from available cases of graduates 
within the middle 15% of the 16th PCC, 17th PCC, Ist, 
2nd, and 3rd Basic Classes based on leadership evaluction. 
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VARIABLES 


TROOP TRAINING GRADE 
FITNESS REPORT CRITERION 
ouTY PERFORMANCE 

CO"S PREFERENCE 

TOTAL CRITERION SCORE 


GENERAL VALUE 


STAFF FUNCTIONING GRADE 
PERSONAL TRAITS 


ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
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GCT SCORE 


PREDICTORS 

ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
GCT SCORE 

TROOP TRAINING GRADE 
STAFF FUNCTIONING GRADE 
FITNESS REPORT CRITERION 
DUTY PERFORMANCE : . 16 
PERSONAL TRAITS : .10 
CO'S PREFERENCE ; .29 
GENERAL VALUE . chT 


TOTAL CRITERION SCORE _ .19 -,26 ~-.04—.23 


Figure JX 


CORHELATION BETWEEN VARIABLES FOK CASES FROM LOWLH 15% 


Basic Data: Voriables from available cases of graduates 
within the lower 15% of the 16th PCC, 17th PCC, Ilst,: 
2nd, and 3rd Basic Classes based on leodership evaluction. 
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cer duty sesigrments, Considering eeeh group in turn wo find fer the 
wprer group, representing those evalunted hichest in leadership poten- 
tial, thet the correletion between academe average and the eriterion 
is preetically neglicibie (.08) emi mrh lover than thet between lead- 
ership eveluetion end the eriterion (.24). Remembering the relatively 
small (16) ‘artercorrelstion heteen leadership eveluntion am! seedente 
everage for this group it seene ressonable to coneluie two things, First, 
thet leaderchip and seadesic or shstreet intelligence rerresent two dif- 
ferent fectore on the fimicr officer level and heve little fin commen. 
Secon, thet the performance of duty on the junior officer level ts af- 
fected more by leadership sbility than abstract or acodemie intelligence; 
those possessing geod lendershfip shility with the requisite effective in- 
tellicence heve ea better chance cf eunceeding in the lover renk levels 
then thone who possers only aeaderie ebilities, 

In the widile group, revresenting these of sverarce loefership sbil- 
ity, w find « norm and exected condition, Correlctione with the 
criterion for both asedenie averege (.20) end leadership evaluation (.19) 
exe practically the some. Here again, the low intereorrelation (.15) 
between seademic average and leadership evalustion indiente the exirtence 
of two sepsrete fectors, The relationship of these teo factors however, 
ig in better equilibrium for members of this everage group ami they per- 
haps are equally depenient on the two in eecomrlishing their duty ossicn- 
nent. 

A somewhat peculfar or wmisua] situstion seems to secur in the 
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group evaluated lowest for leadership ebility in thet correlations for 
both leadership ani ceademic average with the criterion are negative, 
019 ond -.54 respectively. Close study offers some possible conclu- 
sions however, thet make the situation actually less peculiar then in- 
dicated at first glance. This perticuler croup of officers, although 
they suecessfully qualified in leedership ability, generally represent- 
ed cases which approached the borderline in critical leadersitip eval- 
uation score. tany of them had desonstrated at one time or another 
during the training period certein qualities whieh evidenced meatis- 
factory leadership. They perhaps also represented a group of "slow 
sterters" vho needed experiense to bring cut latent ebilities, iIni- 
tind inpression anid the "halo effect" may have made it quite diffi- 
ewt for studexts in this cetegary to overcame a few meatisfectory 
performewes wrich possibly cocurred during the early phase of evel- 
uetion. Sixteen weeks of cbhservation, although etiequate to move these 
students into the setisfactary bresket ie perhaps too limited to estab- 
lish then at the proper level of their performance potential. This 
fectawe of the system es well as the possible forcing of assesments 
that may coeur in this area in an attempt to be nore certain of re~ 
g@its could very will account fer the aall nogetive correlation betwen 
leadership evaluation end the criterion. The considerably greater sig- 
nifiesnt difference, as indicated by eritice] ratios, in the neans for 
leadership eveluation as compared to the means for total criterion 
score seans to express a trend towrd less wriability of the extrem 
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groups from an over-all average in eriterion narkings thereby iniicat- 
ing that perhaps the direction talen by the negative correlation is nore 
generally one in which the person evaluated in the lover leadership 
group is ectually performing his assignment in a better mumer than 
had been predicted. 

4 moet important feature te consider ts the reletively hich nega 
tive correlction between seademie sverage end the eriterion in the ease 
of this lower croup. It offers another very strong indfeation of the 
greater need for leadership ebility rather than seademie or abstreet 
ability for eecepteble performance of duty in the lover rank echelons. 
The negative correlation of -.54 betwen eeniemic average oni the cri- 
terion for e group representing low reapured leadership shility in a 
strong indication thet ecertemic ebility alone contributes very little 
to successful nilitery performances et this lcvel, 

The conclusions determined from e etuity ext ecomparism of the care 
relations with the criterion for both leadership eveluntion emi scodem- 
fe average seen to support the following hypothesis. Leadership cbil- 
ity is more important to eeceptable performance of duty at the jumier 
officer level. then is seademic ability. 

Let us now examine the correlations betwen rretfctors nnd the 
tetel criterion score determined for the carh!ned rroure. The cass 
in this situation sre 114 in mmber, Figure X flustrates these corm 
relations in tewiler ferm end fi¢ures XI, end ZIT Miustrete then 
graphically by seores on e scatter dingrem, Criterion scores for the 
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PREDICTOR VARIABLES 


ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
GCT SCORE 


TROOP TRAINING GRADE 


STAFF FUNCTIONING GRADE 


Figure 


OVERK-ALL CORHELATION BETWEEN PREDICTORS AND CRITERION SCORE 


Basic Data: Predictor and Total Ctiterion Scores from available 
canes of Graduates within the combined upper, middle, and lower 
15% of the 16th PCC, 17th PCC, Ist, 2nd, and 3rd basic Classes 
based on leodership evaluation. 
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SCATTER DIAGRAMS 
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scatter diagrans are rerresented on the sbeissa or horisontal acis in 
ell cases. It is perhaps well to make note here thet correlations in 
& salected croup such as we find in this study are amller than in a 
group conteining a wider range of ability.” on this basis and by com 
perison with correletions determined by other stuiies on mbjecte with- 
in the seme general area ft seems reasonable to acce;t the carrelatio 
of .60 between lenilership evaluation under the system being examined 
emi the criterion of eceepteble performance of duty ae very significant. 
Significance at the 1% level for this mumber of cases (114) requires « 
correlation ¥ of only .24, ond at the 9% level en ¥ of .183," The 
earrelstion of .15 for aca@emic average an’ the criterion does not 
therefore meet the requirements for even the Sf level of significance 
ani comnct be grented much credence. In comperizon then, lendercitip 
assecenent by the system under evalustion is « considerably better pre- 
@fetor of accertable future performmce in the jumtor officer level 
then is ecnderde ability. “hether this holds true for higher ronk 
echelons cennct be stated bore as it is cbviously the object of another 
study. 


Attrition Within Somling ireiss--The ettrition within srpling 
areas from the arte of gratiuetion far each class involved to Jamwry 
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1991, when the deta for this study ws collected, is tabulated in 
figure XIYi. This information seeme to give particulerly strong sup- 
port to the pradistion of leadership ehility, under the system exmpley- 
ed during the treining period, as it comperes with the performance of 
duty measured by the criterion in this study. The deta indiestes a 
very definite trend of inereesing attrition from the group eveluxted 
high in les@ership sbility to the one evaluated at the other extrene, 
4& comparison of attrition percentages reflects a meh greeter differs 
ential between the middle (30.5%) and lewer (50.8) group than between 
the upper (25.4%) end middie (30.%) group. Some normal attrition is 
expected but the very high figurc of 50.8% for the lower group must 
very Likely be inflvenced by sush factors as lack of leadership abil- 
dissatisfaction, inartitule for the service, ete. That the classes 
> PTC pap taneepripgenpe sey Petar: 
_ jam panaphpepepeadeadartng 
hag little significence when the question involved is e comparison 
} possessing unequal leadership sbility, eli three of which wre 
i eee a ee 
tion problem, 
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The following findings based on the interpretetion of the stetia- 
tice] analysis appear reasonsble, 
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AVAILABILITY AND ATTRITION WITHIN SAMPLING AREAS 
| ueren tse | MIDOLE 15% 
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Attrition During Period from Graduation to January 1951 
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1, The validity of the leadership sssesaent procedures unier 
esmminaticn, when measured by the particular criterion emplayed in this 
study, is very cignificant. 

2e At the juxtor officer level, leadership easesanant provides 
a better prediction of seceptable porformence then do seadenic average 
or reesures of general intel ligenne. 

3e Leedership ebility and ceademie intelligence do net necessare 
iy heve much in commen .«t the fimior officer level. Acceptable pere 
formance of duty et thio level is nore depenient on leadership shile 
ity then on eeateric sehievenmt. 

4e Orndon fron the trogp training and staff functioning courses 
mey be suffieiently related tc evaluated leadership ability in the cease 
ef the extremes, and the lownr leadership group in partieular, to sug» 
geet that a knowledge of the tyre of sibjent matter teught in those 
courses will have « ctrect effect on lendersikip ability ami that the 
teaching preeess and theory of organi sstion end operation, represent- 
4 to anme degree by thope courses, sre important fectors to be asno- 
ciated with any leedership training programe 
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Charter ¥ 


Gonernl,-One basic assumption ws rede in this stuty and sup- 
ported by evidence furnished in Chapter I. This assumption ms that 
the neurces md requirements for initial seleetion of eentidstes for 
officer besie treining in the Yarine Corps provided reasoneble dis- 
eriminstion between qualified end unquslifted eandidetes, emi that 
those selected for such training could be considered a select group 
pesgessing potential leadership ability. This sesumption, as such, 
will probably hold true es long as the supply mzl demand feetors are 
in balance, The witer suggests however, that wertine conditions my 
Gictate a relamtion of the seedemic achievement requirement for ini- 
tial salection in order to protuce the desired maber of candidates, 
If such be the case 2t might prove profitable to introduce the situstien- 
el sereoning process into the initial selection phase in view of its 
apparent success in sereening enlisted cendideates for the 1950 Basic 
School Class, 

The primary purpose of this study me to determine whether or 
not the assessment procedures uxder exmmination provided adequate lerd- 
ership training eni velid evoluation concurrent with the acaderic pro- 
grem. Chapter IV established certain findings, besed upon an inter- 
pretation of the stetistienl analysis, which will not be reposted here. 
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The witer proposes herein to offer additional conelusions based upon 
tho rescarch materiel presented in Chapter II, and to suggest, where 
eensidered practiesble, means for improving the leadership training 
ond assessnent pregran described in Chepter ITT. 

Goneral, Conclusiong.--Considerstion of the meteriel presented in 
Chapter II suggests the followings 

1. Experience of others indicstes that leadership ability end 
teeching ability complement each othar in the performance of duty ani 
shaild be clesely related in any leedership treining progres. 

2. Consideration should be given to certein principles set forth 
on page > of this stuiy when designing essesment procedures, Th 
general, assesement preeedures should be designed with a specific 
measurement objective in mind. ‘The variables to be measured must be 
besed on the partievlar requirements determined to be involved in the 
future assignments for which the candidete ie being esseesed, If the 
type problem to be used is influenced by the demands of academic train- 
ing however, the epproach is usuelly reversed and the objectives of 
assesment will have to be determined through job analysis of the 
measuring situation to find out exnctly what fectors ean be evaluated, 

3. Wherever rrecticehle it is desirable to employ s miltirle 
meegirenent erpreech in assessing leadership qualities, Thet is, 2 
quality of leadership chovld be evaluated by more than one moesuring 
instrument whenever more then one technicus is svefishle, The treit 
eprroach only, as used by the syctem unter exeminstion, ie too Linited 
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in scope emi fefis to consider meny important factors associated with 
leadership ability, 

4, The results obtained by any leadership assessrent and trein- 
ing progrem ere dependent upon the ability of each individual assesscr, 
Tt is desirable thet selection of assessor personnel be based on man 
specifications eonsidered desirehle for such an sssigmeont. 

5e The design of a militery leadership assessment end training 
program might wall be besed on the premise that, the emeutive sctivi- 
ties of rlemting, orgenising, and controlling errropristely epplied, 
ex reduforeed by an understending of the principles of basic paychol- 
ogy end skilful) manipuletion of a personal behavicr pattern equivee 
lent to the situation sre firwiamental to any eet of good leadership. 

6. Seientifie anslyzie provided vy folles-up studies auch as 
this is the only legies] approach for determining the validity of eval- 
untion end training procedures. This perticular stuly suggects neny 
areas for further imvestigetion. ne study however, is not enough. 
Certinuous research using better criteria is suggested to insure pro- 
gress in developing the personnel ;rocedures discusced herein, 


Suceecbiong tor Jepnovmaea 
Generele-Hecesrch hes indicated that the leadership act is in- 


fineneed through variable forces effected by the loader, the followers, 
end the perticuler situation in which the sctivity cecurs, sconay of 
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time and training fecilities require that comsideratio of the leadership 
eituation be generally broad in scope. The program cannot primarily 
provide for specific leadership aituations, It must consider the nil- 
itery services as a general situation in which loadership ects cecur, 

By thus ciroumseribing the situational area to be recognized sons re- 
dustion or generalization of variables can be obtained, 

4 desireble leadership training program et the officer besic train 
ing Level will generally consist of twe major clenents designed to pro- 
vide the instruction necessary for developing end essessing leadersindp 
ebility, The elements are conerally best exployed concurrently, the 
first offering the stulent an opportunity to learn fuwiiamental princi- 
ples of executive setion and clesr thinking, the moans by wich people 
ere motivated, snd the covrlinentary aspects of teaching ability end 
leedershty, The second element mast provide a means by which tho stue 
Aent enn demonstrate end develon the dynamics of hie rersonel beheviar 
pettern in applying the functions fumfisrental to his leadersitp acta, 

In view of the scope end importance of the fertors involved in 
leadership evelustion end training it ie evcgested thet any leadership 
progrem be civen the status of « miheoursze of the curriculum in créer 
thet 211 elements perteining te leadership cen be better reletod as 
fectors end fimetions asacciated vith leadership development. In this 
Feerect it is further sugrerted thet expanded versions of covress sash 
as the Troop Training course uni Steff Fremetioning ecomrse be mee & 
pest of the leadership subccurse beeevse of their close reletionship 
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and application to fectors in the leadershty set. 

icedesde Lontemsbip Trainings-The following acatente fentyres 
ere suggerted for considerction eni poseible iInglusion when destg- 
ing ea nilitery leadership mibccurse. 

1. hear of Omemizatlon ond Qrerstionssin expanded ver~ 
sion of a gemeral Staff Organization and Functioning course to provide 
efiditionsl and more specifle instruction in regard to the relationships 
certain factors such as rosponsthility am! delegetion of authority; 
executive functions of planning, erganiaing, and controlling; effect 
of policy end procedures on morale; and the scientific wethed of ap- 
preeching eni calving exseutive or leadershdp rroblers heve with ef- 
feotive performance of leadership acta, 

2 Eeooutlele of Devehclogya-e4 course to provide training 
in the fundamental principles of motivation; the prineiple of individ- 
wal differences os related te capacity for performance; Inman relations 
endl group processes; personelity traite end behavia patterns; and other 
esaertials of basic paycholocy. 

3. The lesmning Precesge-in expemied version of a generel 
Troop Trafning or Technique of Inetruction couse offering ndditionel 
inetevetion in regerd to the applicetion end need fer leadership in 
tesching to provide the necessary stimilus or dynemogonic effect that 
will rroncte learning. The eoxplinentary effect which leadership sent 
teeching ebility have on exch other in profuting better edministretive 
om! orerntional performence showld be made cles to the stufent. 
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4o Sitmatiow) Cane Doohlemg,--lroblens of a paper-peneii 
type wich can be nsed ae exmreisee for the student to apnly lesderaldp 
principles learned, Such problems should be pairted specifically at the 
small writ level ami fuvolve beth administrative end tactics] leadershtp 
vequzcronts, By means of these ez=rcises the student ean also rrece 
tice the scientific sothol of apyroseh for problem solving. 

Aopderchin Draluath ojg-<The following surcestions ere offered far 
improving the asnesenent aystem set forth in Chmpter ITI of this staly. 

1. Expand the base of assesecent so that evalustion is not 
lintted te the trait apprasch, Several possfhle neans for inpreving 
the evaluation base ara indicated below: 

a. Determine the leadership fecters whieh ere essential 
to asscos, by establishing the criticel requiremente tint eny junior 
officer mut be capable cf performing. Flanegan defines « critics] 
requizenent as follons:? 


© « e & requirement which is crucial in the sense thet 
it hap beon respemeible for ortstendingly effective cr de- 


He elec suggests that some critiesl requirements ean be exprosssd in 


“Zotn C- Tlenagity "Crittoel Requtresente A new approach to en- 
ployeo evaluation,” Payohology, 1M9, 2, pe 420. 
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terms of aptitule, training, information, attitudes, habits, skills, 
and abilities ag well as behavior patterns. These however must general- 
ly be based on inferences or hypotheses. ‘then eritieal requirensnis 
heave beou ectablished the next step is to desiga appropriate moasu 
ing instrusonts by whieh the student can demonstrate his capacity to 
mect there 

be Ergnine existing situetional problems, vhether struc- 
tuwed or unetructwed, to determine all of the possible eritieal inci- 
dents wiieh will serve as 6 measure of cach candidste's leadership ebil- 
ity when he is mibjected to the situetiones provided in those problems. 
‘hen such factors have been isolated they should be operationally stat- 
ed and incliied on the assessor report form, Filenagen's erticle, "Crit- 
foal Recnvivenmente: A new aprroach to employee evealurtion" intiertes 
thet five sreeific conditions must be setisfied when esteblishing crite 
foal, requirements of thie natures” 

it is essential thet actual cheervetions be mile of the 
onethe-fob setivity and the product of euch activity. 


The aime end objectives of the ectivity met be nom 
to the cbeerver . . . te indentify success or failure . « « « 


The basis for the specific juignent to be made by the 
obeerver oust be clearly defined . « « - All cbservers muct 
have the same criteria for Juiging satiofnetoriness . « « « 


aly 


wai 
Gites pines qtitins iether Uhlig in at 
stoma dein awonead onl? aaewetiog <otmaiad aa iter ae eatsnthen baw 
| stamsantepos Labiies nadie dhonnddogyl @ shcmmemtint 09 dened oS et 
Dengnastepuntoncianearentindectheaphgaiereamemmntust 
heteamepenevticperenanr tay semen ieseee®-Aenapantisat 
ane hata Sc rere 


eves [a , m7 ——T ss aiaaditll 


A enti Sa i a ns 
peas soc wrens meanest wo bolertont ban be So 


|e reaps sere is x or 


~ F ateah ot ume iain ote seni es ia at 
a eae ae supose inant Of » » » wmEt al? of 


} mest 


ee 


regarmting the sotivity observed . « « « 
o « « the situstion be such thet is ac- 
e © « the cbhserver's attention be to the 
the behavior being 


e, Consider the use of 211 reeopnised meamrrenont tech- 
nicues wherever they may be rractiesble to insure a milti-directional 
errroach, Soctemetric questioneires, and special interviews ere mye 
pasted an tro sdfftional tyre techniques. Perhaps the seelometrtc 
technique covld be employed as a means to obtain efditionsl informa- 
tion on cantidetes engaged tn situetional field preblene for which 
qualities of cooperstion, attitute, «nd other behavior traite deter 
mine successful teamwork, Severe] important contributione micht be 
moe to the lendershtp rrocrem if seme esaesement by students coult 
be made a part of the eftuxtionsl reemrement rrocren, Miret, ctu- 
dente performing fn feoleted ereas not directly under obeervation by 
e@ etaff encpeosor mickt be better motiveted if they Imew thet their 
behavior patterns wore being rasessed by asrociates. Secon, the 
miltiplicity of raters, a feature of the eoclorctric technique, wild 
provide nore comprehensive coverere ant possibly commlete som of the 
wniestrable geps in esseesrent data, Third, seach student would be gaime 
ing veluetle experience in reting nethods, a problen thet he wil? be 
feeed with throughout his career. 

2. Steniardize acsesenent values among raters for each oftua- 
tional problem, When the feeters of leadership to be measured have 
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been determined by job enelyeis techniques thay een be oporstionally 
stated by degree of acceptable perforummes for scaring purposes, 
Stemilerds of minimm aceepteble performance, prepared as job deserip- 
tions and published for the training of all raters, wuld provide a 
etendard roint of departwe from eich to gauge markings. 

3e Analyse the leadership traite currently being neasured 
in the evalustion program in the light of critical requirements and the 
(eakte feud to be eemeiatel uth leaterdhip in the survey eonduted 
by stogdtli. 

Edugstions), Asvectgee-In view of the aignifieence indicated for 
the staudfed system of leadership evaluation es a predictor of eecert- 
able perfornence et the junior officer level the suggestion is offered 
that perhaps academic grades need not be considered in determining 
relative stan#ing upon greduation from officer basie training, If the 
major purpose in training e select group of this nature is to promote 
leerning emi ingure thet ell studente are brought above e prescribed 
ninimm level thereof, and is not primerily one of selection, such e 
suggestion may not be amiss end micht prove an advantage in the learn 
ing process, Learning is not slwzys favorebly influenced by excessive 
individual competition, nor does imiividual competition promete desire 
for cooperetion or teamwork, fectars essential in any militery situation. 
The suggestion does not contemplate olinination of individual grades 
but merely the desirability of shifting the emphasis from individual 
te teem competition on ea plateon or company basis. Approprinte prises 
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presented ot intervels during the training program to the mit min 
teining the highest academic average wuld tend te timate the croup 
rether then only e few higtly qualified individuals, By this prosed- 
ure individual incentives can be geared to the gonls of the temeeto 
sehfeve the highest ecedomic team average. is a team morber the poor 
stuiont Ie nore likely to receive cooperative suppert from his fellow 
stavionte in the learning process. freh assistence could prove volun 
hile in helping to breek dow certain blocke to lecrnfing such as ttle 
tules of frustration eni inferiority which semetines cceur in statonte 
freed with strong academic competition. Opportunity for teamwork in 
ecademic training may eleo help to condition the etwients fer future 
tecawork in thedr military eesigrments, 
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